Developing Your Organisation: For Queensland Incorporated Associations by McGregor-Lowndes, Myles et al.
McGregor-Lowndes, Myles and O'Connell Hood, Margi and Paxton-Hall, Paul 
and Bennett, Steve and Creyton, Mark and Morgan, Diane and Turnour, 
Matthew and Cheverton, Jeff and Knight, Ruth (2006) Developing Your 
Organisation: For Queensland Incorporated Associations, McGregor-Lowndes, 
Myles, Eds. Queensland University of Technology 
 
Accessed from: https://olt.qut.edu.au/bus/DYO/ 
 
 
 

 
Forward   
I am pleased to present Developing Your Organisation. This resource will assist community 
organisations to meet their governance, organisational and service delivery 
responsibilities.  
The Queensland Government is heavily reliant on community organisations to provide 
services to Queenslanders, and the Department of Communities has a role to play in 
working with the community sector to strengthen its capacity to deliver services. I am 
committed to ensuring community organisations are supported in meeting their 
responsibilities in a changing and complex service delivery environment.  
The production of Developing Your Organisation will complement the significant other 
resources to be delivered to community organisations in Queensland through the 
Strengthening Non Government Organisations project.  
Community organisations are vital to community service delivery, and a key responsibility 
is to provide quality services while ensuring sound organisational structure, governance 
and functioning.  
I am confident Developing Your Organisation will help community organisations meet such 
a challenge. I would like to highlight a number of new sections in this version, some of 
which address issues that have significantly impacted on the community sector in the past 
few years. New sections cover areas such as insurance, risk management, strategic 
planning and managing service agreements.  
The Department of Communities has contracted the Centre of Philanthropy and Nonprofit 
Studies at Queensland University of Technology to update the manual. The Centre has 
significant expertise in this field. This is the first of two editions that QUT will produce to 
provide up to date information that supports community based organisations to deliver 
quality services across Queensland.  
I would like to thank the Centre of Philanthropy and Nonprofit Studies at Queensland for 
its contribution to this initiative and I am confident this updated manual will be a valuable 
resource for community organisations in ensuring sound organisational structures, better 
governance and improved functioning.  
Warren Pitt MP 
Minister for Communities, Disability Services and Seniors  
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Developing Your Organisation 2005 Revision 
Developing Your Organisation was first published circa 1995 by the Queensland Government 
Department of Families for use by the Department’s funded organisations and its resource officers. 
The Centre of Philanthropy and Nonprofit Studies (CPNS) at the Queensland University of 
Technology was funded by the Department of Communities in 2005 to revise and expand the 
publication. 
 
Developing Your Organisation is available in digital form at https://olt.qut.edu.au/bus/DYO 
together with updates of this publication and other CPNS resources. 
 
 
Important Disclaimer:   
This publication is distributed on the understanding that (1) the authors and editors are not 
responsible for the results of any actions taken on the basis of information in this work, nor for any 
errors or omissions; and (2) the publisher is not engaged in rendering legal, accounting or other 
professional services.  The publisher authors and editors expressly disclaim all and any liability to 
any person, whether they are a purchaser of this publication or not, in respect of anything and of the 
consequences of anything done or omitted to be done by such person in relance, whether whole or 
partial, upon the whole or any part of the contents in this publication.  If legal advice or other expert 
assistance is required, the services of a competent legal person should be sought. 
 
 
LEGISLATION REPRODUCED 
The publisher advises that Acts and Regulations in this publication are not the authorised official 
versions of those Acts or Regulations.  In their preparation, however, the greatest care has been 
taken to ensure exact conformity with the Law as enacted or gazetted.  State and Commonwealth 
Bills and Legislation herein are reproduced by permission, but do not purport to be the official or 
authorised versions.  They are subject to Crown Copyright.  The Copyright Act 1968 permits 
certain reproduction and publication of Commonwealth Legislation.  In particular, Section 128 A of 
the Act enables complete copy to be made by or on behalf of a particular person.  For reproduction 
or publication beyond that permitted by the Commonwealth, permission should be sought in writing 
from The Secretary, Attorney General’s Department, Canberra ACT 2600. 
 
While copyright in all Acts and Regulations reside in the Crown, copyright indexes and 
annotations’ relating to those Acts or Regulations is vested in the publisher.  The State Acts are 
reproduced by permission and are subject to Crown Copyright. 
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CHAPTER 1 - STARTING A COMMUNITY ORGANISATION 
 
Contents 
 
1.1 Identify Your Purpose 
1.2 Getting Others Involved  
1.3 The Work Group 
1.4 Preparing For Incorporation  
1.5 Building Community Support  
1.6 Getting Financial 
1.7 Setting Up The Organisation 
1.8 Useful Resources 
 
The success of a community organisation is often measured by the effectiveness and efficiency with 
which it achieves its mission.  The purpose of this chapter is to identify the steps involved in setting 
up your organisation so that it has the best chance of success. These include: 
 
• How to find out as much as possible about the purpose of the organisation 
• How to set up your working group to form the organisation 
• Deciding on the structure and function of your organisation 
• Attracting the right people 
• Setting up your finances 
• Setting up your organisation 
 
This chapter is designed to give you an overview of the work involved and to alert you to the key 
issues involve in each step. Each section has links to web pages that give you more detailed 
instructions on tasks. More references are listed under Useful Resources at the end of the chapter.  
 
1.1 IDENTIFY YOUR PURPOSE 
Every community organisation, from a social club to a social movement, starts with an unmet need. 
To be successful, your organisation must be built upon a clear understanding of that need. Therefore 
your first task is to find out as much as possible about the problem/issue/opportunity you want to 
address. This will help you identify who needs the organisation, which will help you set it up, how 
best to structure the organisation and what it needs to do to be effective. In business, this step is 
called market research. In community organisations it is called social research.56 
1.1.1 Setting Up Your Information Management System 
Because needs change, social research is an on-going process. Therefore, before you begin your 
research it is important to plan how you will store and access your information. You will need a 
systematic way of recording your findings so that the research is easily accessible to a number of 
people for a number of different purposes. 
 
The system you use need not be expensive but it must be physically accessible to your work group 
volunteers and easily understood. Intranet and web-based computer programs are available for this 
purpose, but word documents, spreadsheet software, and an agreed computer filing system will 
work just as well. For some organisations, a media scrapbook, an address book, an accounting 
journal and manila folders can be just as effective, and may even be preferable if some potential 
members don’t have personal computers.  
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It is important to record not only what you find but how you found it. Keeping a record of the 
contact details of all your sources and the type of information provided, will save time and money 
during future research and will gain a reputation for your organisation as a reliable source of 
information in its field. 
 
You will also need to set up a way of recording the volunteer hours spent on your research. The 
amount of volunteer time is often used by government departments and charitable foundations as a 
measure of the degree of community support when they consider a funding application.  It will also 
help you to estimate the value of your research and provide you with time and labour costs to assist 
in planning future research. 
 
Having set up your data recording system, a way of recording your contacts and their input and a 
way of recording your voluntary labour, you are now ready to consider the research questions. 
1.1.2 What You Need To Know 
The objective of the research at this stage is to identify whether the need is great enough to motivate 
people to support a community organisation. Consider whether you are duplicating existing 
resources and whether it is better to assist existing organisations to meet the identified need. 
 
Remember to focus on the need, not just your preferred solution. Most social needs can be 
addressed in a number of ways depending on the people and resources involved. As your 
understanding of the need grows and more people join you, you may find new solutions.  If your 
organisation is built on a firm understanding of the need, it should be able to provide a number of 
these solutions as it grows.  This will encourage a sustainable and resilient organisation able to 
anticipate and adapt to change.    
 
Good research is the result of asking the right questions. For this initial scan of the need, the classic 
questions of Who, What, When, Where and Why are a good start. 
 
Who – Find out as much as possible about the people who experience the need. Who are they? 
How many are affected? Where and how do they live? How are they different from others who 
do not experience this need? How would they live if they didn’t have this need? Who else is 
affected and how?   
 
What – Find out as much as possible about the need. How does it affect people? What else does 
or does not happen because they have this need? What is the impact on the wider community 
and the environment? What are the social and financial costs of the need?  
 
When – Consider time-frames and the sequence of events. When did this need develop? Why is 
it an issue now? Are there any key dates or times? Can you draw a time-line? 
 
Where – Is this a problem in only one locality or is it shared by other communities? How are 
their experiences similar or different? What have they done to address it? Are there national or 
international implications? 
 
Why – Why does this need exist? Why does it affect these particular people? Why now? The 
aim here is to discover the causes - past and present.  Sometimes the initial need can only be 
resolved by addressing a more important underlying need.   
 
Answers to these and similar questions will help clarify what it is you want to change, who are the 
likely beneficiaries of this change, and the scope of the need. Ideas will start to develop and expand 
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and you will begin to form a clear vision of how life might be if this need was filled. This 
information will equip you to evaluate your options and to engage others in addressing the issue. 
1.1.3 Sources Of Information 
The first place to start is with someone who cares enough about the issue to do something about it. 
That person is you. Start with a list of the Who, What, When, Where and Why of what you know. 
Now ask yourself what information you need to confirm your assumptions and where you can find 
it. 
 
If you select your sources carefully this initial research should not take long. Usually there is some 
local individual, group or organisation with an interest in the issue. Most libraries, councils, 
community centres and neighbourhood centres have a database or reference book that lists all the 
local organisations and many have community workers who are very well informed. Make these 
sources your first port of call. As well as informing you, they may also be willing to help you 
establish your new organisation.  
 
A search of back issues at your local newspaper will identify noteworthy local individuals, 
locations, and events connected to your issue. Make copies of any articles and use these as the start 
of your media clippings folder. Be sure to record the date and source of all your information for 
future reference. Statistics are particularly useful, so be sure to record all numbers, cost and 
amounts.  
 
Most social issues fall under the responsibility of at least one government department. These are a 
valuable source of information on the way that an issue is currently being addressed. As many 
departments also fund community organisations, it is useful to understand their funding criteria at 
this stage in building your organisation. A list of federal government department web sites can be 
found at http://www.gold.gov.au/.  Queensland government department web sites can be found at 
http://www.qld.gov.au/departments/.  
 
Most community organisations belong to an industry association called a peak association that 
offers support to new organisations in their field.  These associations are valuable sources of 
information on issues and current practice in special areas. The relevant government department 
should be able to refer you to the appropriate peak for your issue or you can contact the Queensland 
Council of Social Services, http://www.qcoss.org.au (a general peak representing most of the 
sector) or Peak Care – Queensland at http://www.peakcare.com.au/. Lifeline Brisbane publishes the 
Community Resource Directory which annually lists community service organisations across 
Queensland in a 1,000 page book (also available on CD). 
 
An important question for your research is whether the need is critical enough to warrant forming a 
community organisation. To confirm this you must gather statistics. Most local council’s have 
Community Profiles or Social Plans that  provide detailed information about people, housing, 
employment and other demographic data.  The Queensland Treasury site 
(http://www.treasury.qld.gov.au/services/stats/social.shtml) provides some excellent social data for 
the regions and the state and the Australian Bureau of Statistics (http://www.abs.gov.au/) can give 
you the national context as well as more detailed information. For issues with international 
implications, the United Nations (http://unstats.un.org/unsd/demographic/default.htm) can be a 
good starting point.  
 
Each time you approach someone, gather their Who, What, When, Where and Why list and ask them 
who else you should speak to in order to confirm and build on their information. These steps should 
be enough to begin your research. For more specialised information you could enlist the help of 
your local librarian or visit your nearest university library. When all else fails, search the Internet.  
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One important source of information is the people who are affected by the issue. If you are not 
personally affected, it is wise to do some initial research before making your approach in order to 
avoid giving offence or creating expectations you cannot fulfil. If the people you wish to speak to 
belong to a different social, cultural, or ethnic group from your own, arrange an introduction 
through a local community worker or civic leader respected in their community.  For information on 
how to do this see Chapter 9 Culturally Inclusive Service Delivery. 
 
As you work, record and map the links between your findings. A useful way to do this is called 
mind mapping.  Free software programs are available on the Internet to help you do this. The aim is 
to arrange the information so that it is easy for you (and others) to understand the implications of 
what you have found.  
 
Once you have collected enough information to confirm that the need is big enough or important 
enough to justify a community organisation, and that no-one else is addressing it, you are ready to 
move on to the next step. Before doing so, review your information gathering system and identify 
which sources you will need to monitor if you are to stay well informed. Schedule this into your 
activities. 
 
For more detailed information on Social Research see Do It Yourself Social Research (2nd edition) 
by Yoland Wadsworth, Allen and Unwin at  
http://www.allenandunwin.com/shopping/product.asp?ISBN=1864484152. 
 
1.2 GETTING OTHERS INVOLVED 
At the end of any research it is important to report the results to the people who helped you even if 
you do not intend to act on the findings. This may be by a phone call or an email or a written report, 
or by calling a meeting. If your research shows that there is sufficient need for an organisation, this 
meeting can also be the first step in getting others involved. 
1.2.1 Build A Solid Foundation Of Good Meeting Practice 
Meetings are an important part of the management of an organisation and a number of meeting tools 
and techniques have been developed that can help you successfully manage them. The character and 
effectiveness of your meetings will play an important part in developing the culture of your 
organisation and in the satisfaction and retention of volunteers. Therefore it is valuable to build a 
solid foundation of good meeting practice early in the life of the organisation. Your library will 
have a number of books on the subject and some are listed at the end of this chapter. 
 
You can call the meeting yourself but it may be strategic to enlist the aid of an organisation or 
government or community worker with an interest in the issue. They are likely to understand the 
timing, travel and other constraints involved in arranging the meeting and to have a wider list of 
contacts who may be interested. It is often appropriate to seek out interagency networks, local 
government and neighbourhood centres as contact sources. 
 
Do not try to achieve too much at this meeting. The aim is to inform people of your research 
findings and to engage them in assisting you to set up the organisation. Be sure to invite those 
people affected by the issue and any civic or business leaders who may be able to help you in the 
future.  
1.2.2 Invite People To Contribute Their Vision For The Organisation 
People volunteer for a community organisation for many reasons but a primary motivation is that it 
offers them a way to do something they feel strongly about. Inviting people to contribute their own 
ideas for the purpose of the organisation is a powerful way of gaining their support. Once you have 
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presented your information, and allowed time for comment, discuss your ideas for the organisation 
and ask them for theirs. Your research findings are also likely to stimulate new ideas.  
A useful way to gather ideas quickly is to use a meeting technique called brainstorming. This 
process is designed to create a non-judgemental environment where the mind can play, and where 
one idea can spark off another. The key words here are non-judgemental and play. This allows 
everyone’s ideas to be expressed and respected. A simple 7 step brainstorming process is available 
from the University of Queensland web site at:  
http://www.catalyst.uq.edu.au/designsurfer/brainstorming.html. 
 
A specialised form of brainstorming is called slip writing. This technique includes a step that guides 
participants to group their ideas so that they can be better understood and acted upon. It is a very 
good technique to use when people are from different cultures or backgrounds or may be shy about 
speaking publicly. The Queensland Department of Education has a succinct description of the 
technique at: http://www.windarooss.qld.edu.au/Main_Pages/Strategies/page_1.html.  
1.2.3 Consider The Type Of Activity To Be Carried Out 
Once the ideas have been generated and recorded, it is useful to group them by the primary type of 
activity required to implement the idea such as: 
 
• Empowerment – where the people affected by the issue are supported to meet their own 
needs, e.g. creating opportunities for new mothers to meet for regular walks as a way of 
combating post-natal depression 
• Advocating for a cause, community or group - where changing public opinion or 
community priorities and practices are key activities, e.g. lobbying child-care centres for 
crisis-care places for babies of women suffering post-natal depression 
• Directly providing a service – where professional staff and community assets are involved, 
e.g. setting up a family wellbeing centre providing family education on post-natal depression 
and professional counselling for women affected 
 
1.2.4 Project, Program, Auspice Or Organisation 
Arranging your ideas under these headings also helps clarify the type of organisational system 
required to achieve them. Some activities, such as lobbying child-care centres, may be short-term 
projects requiring very few resources or little organisational structure. An activity is considered a 
project when it involves a series of tasks that end once a specific goal has been achieved.  
 
Other ideas, such as creating opportunities for new mothers to meet, may require an ongoing 
program that is best carried out by an existing organisation such as, in this example, one already 
servicing new mothers. A program is an ongoing project or group of inter-related projects. 
 
The idea of a family wellbeing centre, as mentioned above, could be developed and managed as a 
new organisation but it could also be a building shared by a number of organisations providing a 
range of services to families, including education programs and counselling. In the latter case, a 
new organisation could be formed to manage the building or one of the tenant organisations could 
auspice a management team made up of representatives from all the tenants. To auspice, in this 
context, means an organisation will provide the legal and financial structure to an independent 
management team in order to avoid the cost and time associated with setting up and managing a 
new organisation.  
 
Having gathered a number of ideas and grouped them by the primary type of activity required 
(empowerment, advocacy or service delivery); you can now create sub-groups under each activity 
heading according to whether an idea is best managed as a project, a program, an auspiced 
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committee or a new organisation. By now, patterns should begin to form and the purpose of your 
organisation should begin to take shape.  
If you have time, eliminate those activities that are already being done, or could best be done, by 
someone else. Your public support will be limited if people think the work is the responsibility of 
another organisation. It is good to consider such decisions at the meeting because people can then 
understand why some ideas were not acted upon. However, if time is short, such considerations can 
be deferred to a work group.  
1.2.5 Identify The Purpose Of The Organisation 
The next step is to combine and prioritise those ideas that need a new organisation. An organisation 
can be a combination of participation, advocacy and service delivery. Most will run projects and 
programs but it is important to identify a primary purpose. However, the most important resource 
for a new organisation is people with a passion to see it happen. Remember, the people at this 
meeting should have knowledge of the issue and their opinion can be a valuable guide to you. This 
step is to inform you rather than limit or direct you; ultimately, it is the people who volunteer to set 
up the organisation who will have the final decision. With this in mind, your last meeting task is to 
invite people to join a work group to start the process. 
 
For more information on a meeting to set up a new organisation, see Chapter 3: Meetings. 
 
1.3 THE WORK GROUP 
The purpose of the work group is to set up the organisation. Ideally the work group should consist 
of between five and seven people. This ensures enough people to share the work load while keeping 
decision-making quick and less formal. Be sure the work group includes people affected by the 
issue. Their experience and connections can be invaluable in building the organisation so that it 
addresses their needs. If no one from this group volunteers, or if you need more people, invite 
someone personally. Studies show that this is a powerful way to involve people.   
1.3.1 A Project Approach To Setting Up The Organisation 
Setting up the organisation is a project that is completed at the first General Meeting, at which the 
legal entity will be formed and a management committee (or Board) elected to carry out the work of 
the organisation. To reach this point you will need to: 
 
• Draw up a draft constitution 
• Build community support 
• Raise funds to cover incorporation costs 
• Identify and, if possible, establish sources of finance for the new organisation 
• Plan and conduct the first General Meeting 
• Work together effectively 
• Wind up the work group 
 
These tasks are usually removed from the tasks involved in achieving the purpose of your 
organisation – empowerment, lobbying, and/or service delivery. Because people are usually 
motivated by the purpose, there can sometimes be a mismatch between the skills available in the 
work group and the skills required for setting up the organisation. For this reason one of the first 
tasks of the work group is to ensure it has the skills needed to complete the project.  
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1.3.2 Conducting A Skills Audit  
A skills audit is a structured analysis of the range of skills required for the project and the skills 
available in the group. It is also a good way for a new group of people to get to know each other. 
Once the organisation is established the skills audit will also be a valuable tool in managing your 
volunteers, so be sure to keep a record of this process for future reference.  
 
The first step in the audit is to identify the skills you need. Certainly previous experience in setting 
up an organisation or business will be valuable, as will accounting and legal expertise, but these 
professional skills can be sourced outside the group as they are needed. The skills that are needed 
for this project may be practical skills that can be developed in any walk of life, such as: 
 
• Reading and writing ability 
• Able to take minutes  
• Able to use a computer 
• Attention to detail 
• Organising ability 
• Time management ability 
• Research ability 
• Ability to motivate people 
• Able to work well in a team 
• Ability to carry out instructions with minimal supervision 
• Ability to accept responsibility 
• Willingness to try new things 
• Willingness to admit mistakes 
• Prepared to be flexible 
• Determination to see the organisation established 
 
This list reflects the skills needed to work effectively in a self-managed team. You could use it as a 
check-list but it is important to develop your own list since every group will operate differently. In 
identifying the skills you need, you are also identifying how you will work together to complete the 
project. Be mindful of cultural and social issues in drafting your list. For example, one group might 
consider gender or cultural sensitivity an important group skill while another may include 
consensus decision-making.  
 
Task-specific skills are those that relate to the tasks to be done, such as: 
 
• Ability to access the local media  
• Able to design promotional literature 
• Familiarity with electronic databases and mail-merge systems 
• Experience in organising social events 
 
For a small group, brainstorming is the best way to identify the required skills. Once everyone has 
agreed on the list, the next step is to invite people to talk about the skills that they bring to the group 
and to match these to the list. Encourage people to explore the skills gained in volunteering and 
family life as well as through their work. This process is usually rewarding at both a group and a 
personal level as people discover skills they may never have acknowledged or valued.  
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Compare the list of desired skills to the list of available skills and identify any gaps or weaknesses. 
Discuss how you will address these. Lawyers, accountants, media and other professional 
consultants often provide advice to new organisations free of charge and there are training programs 
and workbooks that the group could study together. For example, Griffith University has an on-line 
program on cultural awareness at http://www58.gu.edu.au:4500/please_explain/html/wwhb.htm#.  
Your peak organisation, Peak Care – Queensland and the Queensland Council of Social Services 
(QCOSS) are also valuable sources of information and training opportunities.  
 
Once you have identified the skills you need and where to find them, the final step in the audit is to 
delegate the responsibility of ensuring that strategies to access or develop the required skills are 
implemented. Be sure to document and evaluate any training or pro bono service and schedule 
regular reviews of your strategy to update it as your needs change.  
 
For more information on conducting a skills audit for volunteers see the Volunteering Queensland 
web site at http://www.volunteeringqueensland.org.au. 
1.3.3 Establish Your Systems 
Until now you may have been working alone or in a small group. With the formation of the work 
group you are likely to have more people involved and new systems and procedures will now need 
to be established. Some of these are: 
 
• Meeting procedures – dates, times, duration, format, location, decision-making process. 
• Delegation issues – who will do what, how and when they will report back to the group, 
what powers they have to act on behalf of the group between meetings.  
• Documentation and communication systems – keeping minutes, maintaining the database of 
information and contacts, where and how records will be kept, when and how people will be 
contacted. 
• Financial management – powers to incur expenses, recording expenditure, donations and 
out-of-pocket expenses. 
 
Meetings 
Agreeing on these operational issues early in the life of the work group will ensure that the work 
flows smoothly. Again, there is no right way to do these things; it depends on the people involved.  
 
For example many small groups use consensus decision-making which is a system that ensures 
everyone has an equal say in making decisions. However consensus decision-making procedures 
may be inappropriate in some cultures or communities, such as those that have a tradition of 
leadership based on age or on religious or political status. The key to success here is to work with 
the decision-making system most people in the group are comfortable using. Most libraries have 
books on consensus decision-making for teams and the following website gives a useful overview 
http://www.casagordita.com/consensus.htm. 
 
As well as agreeing on how you will meet, consider the logistics of your meetings such as when and 
where you will meet. Try to meet at regular times and in a public setting. Neighbourhood centres 
and community centres usually offer space to new groups, or one of the organisations represented at 
your visioning workshop may be able to offer space until the organisation is financial. Try to avoid 
meeting in someone’s home as this usually means files are not readily accessible to the rest of the 
group and can result in the homeowner carrying an inequitable share of the work and 
communication costs. Meetings in private homes can also be intimidating for some volunteers. 
Encourage people to discuss how much time they can give to the project and any time constraints 
for meetings. 
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Delegation 
Work groups seldom use formal roles such as a Chairperson or Secretary.  Generally the only 
recognised role is that of the facilitator who is responsible for managing the meeting logistics and 
process. Many groups rotate this responsibility so that everyone has an opportunity to develop 
meeting facilitation skills. Other tasks are generally delegated according to the skills required and 
the availability of volunteers. Again, in some communities a different system could be used and a 
civic or religious leader may be expected to chair meetings and to speak on behalf of the group. The 
important thing here is that the decision-making system is explicit so that volunteers understand the 
rules of participation. 
 
When people are delegated jobs to do on behalf of the work group, it is important that they are also 
briefed on the powers and constraints associated with their actions between meetings. This ensures 
that volunteers know what is expected of them and allows them the freedom required to perform 
tasks without incurring unexpected costs, obligations or other risks for the group. 
 
Records 
Because your work group is not a legally incorporated entity, the minutes of meetings are not legal 
documents and need not be too detailed. The important thing is to record the decisions:  who will do 
what; any powers or constraints involved (e.g. the power to negotiate or the limit on costs that can 
be incurred); and who they should liaise with between meetings.  
 
It is also useful to start your Policies and Procedures Manual now.  At this stage, this can be a 
simple Book-of-Agreements, which records your decisions under specific headings such as Meeting 
Procedures, Delegation, Data Base Management and Financial Management. Each time you make a 
decision about how your group will operate enter it under the relevant heading along with a 
reference to the date of the meeting. This is a valuable management tool and an excellent way to 
bring new volunteers up to date. 
 
The information system you established during your initial research phase should now be reviewed 
by the group to ensure that everyone has access, and that the system can cope with the increase in 
data likely to be generated by the increase in volunteers. You will also need to set up an internal 
communications system so that everyone can contact each other and be informed in a timely 
manner in order to prepare for meetings and have the information needed do their work. 
 
Finance 
Setting up an organisation costs money. In the beginning, the usual costs are for travel, 
communication and printing. Usually groups cover these costs themselves, often by everyone 
donating to a working fund from which people are reimbursed their out-of-pocket expenses.  The 
working fund may also be established by donations or people may agree to meet their own 
expenses. If a working fund is used, you will need to establish some policies on what will be 
reimbursed, the maximum amounts for different items, and what will be accepted as evidence of 
expenditure.  Keep a record of donations and financial contributions. It will be useful as evidence of 
community support should you apply for grants to finance the ongoing costs of your organisation.  
 
If you want to open a bank account, three members could open a joint account requiring two of the 
three signatures or an established organisation could be asked to auspice an account until the 
organisation is incorporated.  
 
Addressing these group management issues takes time but you will be rewarded by avoiding many 
of the problems that develop in groups and by helping your volunteers to work effectively. In 
addition you are continuing to build a strong foundation for your organisation.  The project will also 
benefit from the high level of commitment this process of organisation building creates in the 
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people involved. Finally, as your work progresses, take time to review your team performance and 
to build and monitor morale.  
 
For more information on building good teams see Chapter 3: Meetings. 
 
1.4 PREPARING FOR INCORPORATION 
Having identified your purpose and established your work group, you are now ready to prepare your 
organisation for incorporation. To do this you will need to: 
 
• Decide on the best legal structure needed to achieve the purpose 
• Investigate the taxation implications of the selected structure 
• Draw up a draft constitution for ratification at the General Meeting 
 
1.4.1 Choosing A Legal Structure 
The purpose of incorporation is to establish the community organisation as an entity independent of 
the people involved. By incorporating, the management committee or Board enters into a legal 
obligation to manage the entity in the manner set down in the relevant government act and to report 
to members, the community and government in a particular way. Just like a private company, an 
incorporated community organisation can: 
 
• Own property 
• Manage finances 
• Employ people 
• Sign contracts 
• Conduct a business 
• Sue and be sued 
 
There are a number of different forms of incorporation available to community organisations in 
Queensland. The most common ones are listed below along with a link to the government 
department responsible for monitoring legal compliance for that form.  
 
• An Incorporated Association set up under the Queensland Associations Incorporation Act 
1981, http://www.legislation.qld.gov.au/LEGISLTN/CURRENT/A/AssocIncorpA81.pdf. 
• A company-limited-by-guarantee set up under the Corporations Act 2001, 
http://www.asic.gov.au/asic/asic_infoco.nsf/byheadline/Starting+a+company+or+business?o
penDocument. 
• A cooperative set up under the Queensland Cooperatives Act 1997, 
http://www.fairtrading.qld.gov.au/oft/oftweb.nsf/Web+Pages/A2E644317FC9CEDE4A256
C290006C03F?OpenDocument. 
• An Indigenous organisation set up under the Commonwealth Aboriginal Councils and 
Associations Act 1976, http://www.orac.gov.au/start_corporation/default.aspx. 
 
The Incorporated Associations Manual published by Caxton Legal Centre is a loose leaf manual 
specifically designed to assist Queensland organisations to incorporate and manage the legal, 
accounting and administrative tasks involved in establishing and maintaining an incorporated 
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association. Before deciding to incorporate, be sure that the advantages and disadvantages have 
been considered and members understand their responsibilities. 
 
Each form of incorporation has its own strengths and weaknesses and you will need to find the best 
form to achieve your purpose. A cooperative is a good form for employment creation or self-help 
organisations. A company-limited-by-guarantee is a good structure for an organisation that will 
trade like a private company. Incorporated Associations are ideal for fundraising and charitable 
activities. An Indigenous organisation can set up as a cooperative, company-limited-by-guarantee or 
association, but the Commonwealth Aboriginal Councils and Associations Act 1976 is designed to 
incorporate some cultural issues and considerations in ongoing monitoring and support.  
 
Other issues that may affect your choice of incorporation model include: 
 
• Whether the organisation will fundraise, receive donations and grants, or operate an 
enterprise 
• The intended number of members 
• Whether members will receive any financial benefit 
• Establishment costs and ongoing fees  
• The legal complexity of the model and the compliance reporting required 
• The degree of control the incorporation form exerts over internal operations 
 
The links above will lead you to web sites that have step-by-step guides to incorporation. These will 
be useful once you have decided which model to use. However the differences between the models 
and their implications are not immediately obvious, so you will need legal advice before you make 
your final decision. At this stage, it is advisable to discuss your needs with an accountant familiar 
with non-profit organisations as some models are better than others for capturing tax exemptions 
and charitable status. 
 
A good starting point is to find a few organisations that operate the way you would like your 
organisation to operate and to research their method of incorporation. Local ones may be able to 
recommend a solicitor. You local or regional community development worker will also be a 
valuable source of information as will your relevant peak body and the government departments 
responsible for incorporation. Some government departments have resource workers who can help 
you.   
 
The form of incorporation that you choose establishes the powers of your organisation and the way 
it will operate. This is enshrined in your Constitution or Rules and developing these is the next step 
in setting up your organisation. A set of Model Rules or a sample constitution can be obtained from 
the government agent responsible for your form of organisation.  There are some key decisions you 
will need to make and the first of these is to establish the draft Mission and Objectives of the 
organisation.  
1.4.2 Developing The Mission And Objectives 
The mission is the statement of purpose for the organisation. Once the mission is fixed in your 
constitution or rules it will be very difficult to change it so don’t specify dates or quantities or 
specific goals. Keep it simple. Use only one verb and plain language. The aim is to make it 
memorable, inspirational and motivational. In developing the mission statement, the vision you 
built up during the analysis of your initial research is a very good starting point. Another approach 
is to focus on the beneficiaries of the organisation. For example: 
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• ‘To improve the lives of vulnerable people by mobilizing the power of humanity’ - The 
International Federation of Red Cross and Red Crescent Societies - the world's largest 
humanitarian organisation 
• ‘Neighbourhood Watch Encourages People to Participate with Police in the Prevention of 
Crime to Ensure Safe and Secure Neighbourhoods.’ - Neighbourhood Watch 
• ‘Caring for people in our local communities’ - Samaritans Australia 
• ‘Vision to Cure – Mission to Care’ - Leukaemia Foundation 
 
Having established your mission the next step is to draft your objectives. These specify the broad 
range of activities your organisation will undertake to achieve your mission. Some of these will be 
unique to your organisation and some will be standard clauses that ensure the new entity is not 
limited in its power to act. Some standard clauses are also required if you intend to apply for 
charitable or deductible gift recipient status and your lawyer and accountant will be able to advise 
you on which of these to include. There is no limit to the number of objectives you have in your 
incorporation document and, since these are difficult to change once they have been registered, it is 
important that the list is comprehensive.  
 
The ideas to be implemented, as selected at your workshop, will form the basis of your objectives.  
You will already have grouped them by the primary type of activity required (empowerment, 
advocacy or service delivery) and this is a good starting point.  
 
In developing your objectives it is also useful to take some time to explore the values and principles 
that will guide the work of the organisation. These will not be included in your constitution or 
Model Rules and can be changed as the organisation develops, so you do not need to be too specific 
at this stage. The aim here is to learn more about how the organisation will operate to achieve the 
mission. 
 
Values are core ethical concepts that will frame your decision-making such as empowerment, 
service, mutual support, social justice, non-violence, gender equity, multiculturalism, etc. Use the 
brainstorming technique to identify between 5 and 7 that the work group agrees are essential to 
achieve your mission. 
 
Principles are operating guidelines based on the values you have selected.  For example, the value 
of empowerment might lead to principles around information-sharing, job-rotation, employing from 
within the target group, or target group representation on the Board or management committee.  
Spend some time discussing the principles that might ensure your values are reflected in the 
structure and operations of the organisation. Be sure to include principles to ensure people from all 
ethnic and cultural backgrounds have equal access to your organisation. (See Chapter 9: Culturally 
Inclusive Service Delivery). 
 
New objectives may become clear as a result of this exercise. For example, a value of empowerment 
may lead to a positive employment principle that, in turn, leads to an objective that includes creating 
employment opportunities for the target group.  
 
Charles Stuart University Social Principles in Agriculture provide an excellent example of how 
principles guide operations at 
http://www.csu.edu.au/special/fenner/papers/ref/02%20Vanclay%20Frank.pdf. 
 
The American General Board of Church and Society gives a good framework for considering social 
justice principles at http://www.umc-gbcs.org/about/economic.php. 
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Some organisations provide services to a number of different groups and individuals and, if this 
applies to yours, it is important to make sure all your potential clients are covered in your 
objectives. For charitable status it is important that the mission and key objectives address the needs 
of the most disadvantaged, but it is also important to mention any support to their families and 
communities so that you are empowered to act in their interest in the widest possible context.  
1.4.3 What’s In A Name? 
At this stage you will know what the organisation will be (the legal entity) and what it will do 
(mission and objectives). Now you are ready to give it a name.  
 
There are some legal requirements in naming an incorporated organisation. Firstly the legal status 
must be included (e.g. association (inc. or incorporated), cooperative, company (limited) etc.) so 
that the public is aware of the type of organisation it is dealing with. Secondly, your name must be 
unique so that it cannot be confused with another entity. The Australian Securities and Investment 
Commission (ASIC) has a National Name Index which you can search at 
http://www.search.asic.gov.au/gns001.html. Finally, some words and phrases can be misleading and 
are prohibited without authority. These are also listed on the website.  
 
As well as legal restrictions, there are some issues in naming that should be approached with 
caution. It is difficult, expensive and disruptive to change an organisation’s name, so be sure to 
select one that will allow the organisation to expand and change over time and location.  Consider 
the acronym and short forms that might be used as these can also lead to confusion, and possible 
litigation, if they are the same as an established organisation. Avoid jargon and long titles.  
 
Finally, think of the image the name might create in the public mind. It is helpful here to give some 
thought to how you will be marketing your organisation and how the name might be connected to a 
logo and/or slogan (e.g. Red Cross). Also many non-profit organisations generate an income from 
allowing their name to be used by commercial organisations (e.g. the Heart Foundation’s √ of 
approval for certain processed foods). It is well worth discussing your options with someone skilled 
in marketing.  
1.4.4 Market Testing 
At this stage you will have selected your preferred legal structure, drafted the mission and 
objectives for inclusion in the constitution or rules and drawn up a short-list of names. Now you 
need to consult with your stakeholders and potential clients before you make your final decision. 
Your initial workshop participants can form the basis of a focus group to evaluate your options and 
recommendations. Be sure your group includes a good cross-section of possible stakeholders, 
particularly representatives of the target group/s and potential funding bodies. The faculty of Health 
Sciences at Sydney University has a useful overview of focus groups at 
http://www2.fhs.usyd.edu.au/arow/arer/002.htm.  
1.4.5 Preparing The Draft Incorporation Papers 
Once your stakeholders have made their recommendations you are ready to prepare your draft 
constitution or rules of incorporation. There still will be some decisions you need to make such as: 
 
• The size and make-up of the governing body:  whether it will be a Board or a management 
committee and whether places will be reserved for representatives of ethnic communities, 
sub-regions or delegates from key supporting organisations or sponsors 
• Who can be members, membership fees and any special rights of members 
• The start of your accounting year and other significant time frames  
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• Taxation status may require certain clauses 
 
A community worker or lawyer with non-profit experience will be able to assist you to finalise your 
document and getting such advice is advisable. The Incorporated Associations Manual by Caxton 
Legal Centre can also assist in this task. 
 
1.5 BUILDING COMMUNITY SUPPORT 
Once you have drafted your mission and objectives you are ready to begin building community 
support for your organisation. Community support is a crucially important asset of every 
community organisation. Motivating and managing a wide range of stakeholders will be a 
significant part of your future operations whatever your mission.  Therefore it is valuable to take a 
strategic and systematic approach now so that there are records and practices in place once the 
organisation is formed. You can find a brief overview of the community mobilization process at 
http://www.ourcommunity.com.au/management/view_help_sheet.do?articleid=602.   
 
There are a number of strategies that can be used for community mobilisation, but the two methods 
that are most effective in attracting support for a new organisation are relationship marketing 
(personal engagement) and social marketing (using marketing strategies to influence public 
opinion).  
1.5.1 Relationship Marketing 
The core principle of relationship marketing is to focus on the long-term relationship by building a 
mutually beneficial, ongoing exchange between you and your contacts. To do this you must identify 
the right people, understand their emotional, intellectual, and social life and values, link these to 
your purpose and ask for their help. Research indicates that people volunteer because they have 
been asked, they were personally informed of the need for help and some social pressure was 
brought to bear.  
 
The first step in building a relationship marketing strategy is to identify your stakeholders – the 
people, organisations, government departments and businesses that have an interest (positive or 
negative) in the organisation or its outcome. Sometimes support or resistance comes from the most 
unlikely quarter, so it is important to build a comprehensive list that can be further developed once 
the organisation is established. A good starting point is for your work group to use the slipwriting 
technique to generate a list of the people you know and to group them according to their likely links 
with your organisation. 
 
Generally, potential stakeholders can be classified through the following linkages: 
 
• Mission linkages – individuals, businesses and organisations that share your mission such as 
people from the client group, workers in the same sector, civic and community leaders or 
government officers 
• Client linkages – individuals, businesses and organisations who also have an interest in your 
clients  such as elected representatives, family, friends and employers of potential clients, 
counselling and medical staff, police, schools, social and community workers and 
volunteers, or recreational and social clubs 
• Organisational linkages – those with an interest in the development of your organisation 
such as volunteer placement services, funding departments and foundations, likely donors, 
training organisations, professional consultants, potential workers and suppliers 
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• Personal linkages – people and groups with links to the volunteers in your work group such 
as family and friends, work mates, unions and professional associations, church and social 
organisations  
• Impact linkages – people or groups who may be concerned (positively or negatively) about 
the impact of your organisation or its activities  such as property owners who might be 
affected by a new housing project, or individuals, businesses and organisations, such as the 
media or community elders, who would want to be kept informed of what you are doing 
• Focusing on the linkages usually identifies support you might not otherwise have 
considered.  This technique also helps you identify which link to stress when presenting 
your proposal for involvement. Brainstorm all your potential stakeholders and write the 
linkage number on each slip.  
 
Next, brainstorm a list of the support your organisation needs at this time.  Some things you might 
need to include: 
 
• Enough members to form the organisation 
• Volunteers for the Board or Management Committee 
• Pro bono services from professionals such as lawyers, accountants, management 
consultants, marketing firms, or computer firms 
• Donations, sponsorships and gifts-in-kind such as office space, computers and office 
equipment, vehicles, printing costs or meeting expenses 
• Media coverage 
 
Next arrange your slips of stakeholder names beside the support you think they might be able to 
provide, writing more slips or one name on a number of slips as necessary. Any names that cannot 
be placed beside a resource should be put aside for now. Keep them handy and review them 
whenever you need something or someone.  Some things may now become clear to you as a result 
of this exercise. For example: 
 
• Some people are linked to your organisation through a number of linkages  
• Some resources can only be provided by a few people  
• Some people can provide a number of resources and  
• Some resources do not have a name beside them and further research will be needed 
 
Now allocate the names among your work group members, asking them to personally approach the 
person for their support. In most cases these will be people in your personal networks so this should 
not be difficult if you use their linkage to the organisation as a starting point. If the contact is new to 
the group, you need to plan your presentation more carefully and a good way to do this is to develop 
a lobbying strategy. 
 
For political and community leaders, and people you have not yet met, an important method of 
gaining support is lobbying. This involves taking a long-term approach of informing, meeting, 
influencing, and persisting. Some techniques include: 
 
• Regular personal contact 
• Personal emails about the progress of the group 
• Invitations to workshops or seminars  
• Letters and letter writing campaigns 
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• A formal delegation 
• Sending press clippings and copies of important reports or papers 
 
Be sure to thank people for any contribution and, if appropriate, publicize their involvement. An 
excellent site for information on lobbying is the American site Hearts and Minds at 
http://www.heartsandminds.org/links/lobbylinks.htm. 
 
Some of the names on your list are likely to be organisations, businesses and government 
departments. While lobbying techniques can be used to engage individuals within these 
organisations it is also important to built formal networks between their organisations and your 
own. Networking is a two way process of collecting, storing and using information about other 
agencies, organisations and businesses, and keeping them informed so that they can assist you to 
operate more effectively and efficiently. Formal networks are usually structured into your 
community mobilisation strategy through a specific event or activity. Some networking events or 
activities useful to you at this time might include: 
 
• Inter-agency meetings (where representatives of organisations with similar target groups or 
missions meet on a regular basis) 
• Resource planning workgroups (representatives of organisations in a similar location meet 
to plan the use of social or economic resources) 
• Promotional events (yours, theirs, or joint events) 
• Visits to other agencies to see how they operate 
• Consultations (formal arrangements to share expert staff) 
• Referrals (structured arrangements for directing clients from one organisation to another) 
• Public meetings and conferences 
• Field days or open house days  
• Joint ventures (short or long-term alliances) 
• Update-meetings (ad hoc meetings to keep each other up to date or formal presentations to 
staff in other organisations) 
• Formal and informal social activities (yours, theirs, someone else’s or joint events) 
• Promotional material (newsletters, press releases etc) 
 
The internet also offers new avenues for networking through email groups and chat rooms. See 
http://www.onenw.org/bin/page.cfm?pageid=42 for some excellent tips. 
1.5.2 Start Your Network Database 
At the end of this exercise you will have begun to identify the right people for your organisation. 
You will now need to start your network database by recording names and contact details, the 
linkages to your organisation and what each contact might provide. This could be a simple card 
system but, to avoid double handling, it is preferable to set up an electronic database that has a ‘mail 
merge’ feature to allow you to print standard letters and envelope address labels. Make sure your 
system allows you to record each contact you have with the person and any observations that might 
be useful when making a future request for support. It is also useful to be able to retrieve and group 
information a number of ways including by name, location, ethnicity, linkage type, how they are 
involved (e.g. donations, volunteer, pro bono, etc.) and the designated contact person.  
You will also need a manual filing system and files for each organisation so that you can easily 
access hard copy information such as correspondence and leaflets. Alternatively you could scan 
these and include in your database a reference to the document location.  This does require an 
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agreed computer filing system and some skill at data entry so you may want to designate this task to 
a specific volunteer or it can become unwieldy. The aim is to ensure that the right people can access 
the information they need when they are networking.  
Be sure that the system has the capacity to grow over time and remember that other people (perhaps 
some on the database) will have access to these records. So, it is important at this time to start 
developing policies and procedures for managing and accessing the system. 
1.5.3 Social Marketing 
Social marketing is the adaptation of commercial marketing to the goals of community information, 
communication and education campaigns. The key to successful social marketing is to listen to the 
needs and desires of your stakeholders, and to build your marketing program from there. In 
marketing terms, the focus has shifted from the product to the customer.  
 
In social marketing, the question is not “how do we get the end user to adopt our idea?” but rather 
”how do we present our idea to meet the perceptions and needs of the end user?” This focus ensures 
respect for the socio-cultural values of the stakeholders and changes the process from one of 
information-giving to the two-way communication of equals. This approach is similar to the notion 
of dialogue in a learning organisation; incorporating the gathering of information, its analysis and 
the adoption of its implications in changing the relationship between the organisation and the 
stakeholder. This feedback loop ensures that your approach is focused on the stakeholder, not your 
current solution, and that your message stays relevant. For more information on learning 
organisations see the Monash University site: 
http://www.adm.monash.edu.au/cheq/resources/learning%20organisations.html. 
 
For more information on social marketing see Building Social Marketing into your Program by 
Nedra Kline Weinreich: http://www.social-marketing.com/building.html. 
 
The Centre for Social Marketing has an excellent paper at: 
http://www.ses.nsw.gov.au/papers/young_oneill_1999.pdf. 
1.5.4 Promotional Tools 
In promoting your organisation at this time it is important to focus on your objective of gaining the 
support you need to form the organisation. Remember, once incorporated, new people will be 
involved and their visions must be reflected in the activities, so it is best to focus on the purpose of 
the organisation, the need for it and its potential to address that need if the right people come 
forward.  The type of promotional tool you choose will depend on the stakeholders you wish to 
attract and may include: 
 
• Media releases 
• Radio and TV interviews 
• Advertisements 
• Newsletters 
• Posters 
• Information stalls 
• Media events such as public meetings, street theatre, demonstrations and marches 
 
1.5.5 The Marketing Plan 
Marketing and networking are expensive in terms of time and resources and should be planned for 
in a similar way to other organisational activities. Chapter 6: Organisational Performance shows 
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how to develop a strategic plan and this technique can be used to develop your community 
mobilization strategy. Some key elements include: 
 
• The desired objectives 
• The networking or social marketing activities you will use to achieve those objectives 
• A list of resources, tools and tactics needed to support that activity 
• Designated personnel for each activity 
• A timeframe for starting and finishing each activity 
• An estimated cost for each activity 
• A way of monitoring the contribution of each activity to achieving the objectives 
 
For more information on strategic planning see: 
http://www.mapnp.org/library/plan_dec/str_plan/str_plan.htm. 
1.5.6 Cost/Benefit Analysis 
Before beginning a marketing activity or adding an individual, business or organisation to your 
network, it is important to do a cost/benefit analysis to ensure the outcome is worth the resources 
consumed. Cost/benefit analysis is an accounting term for evaluating whether the benefits gained 
from an activity, project or program are worth the costs involved. Networking costs include: 
 
• Financial expenses (travel, telephone, staff time, printing etc) 
• Resources (computers, copies binder, etc) 
• Time 
• Opportunity (e.g. what will not be done if we do this?) 
• Impact on the image of your organisation 
 
Benefits might include: 
 
• Mission enhancement 
• Resources 
• Information 
• Skills 
• Strategic support 
• Sector development 
• Impact on the image of your organisation 
 
The cost/benefit analysis helps you adjust the type and frequency of activities to the benefit accrued. 
If an organisation could be of some possible use in the future, its representatives might be put on 
your newsletter lists. If it could provide service information, its representative could be invited to 
address your meeting. If it can assist with a submission for funding, then providing more detailed 
information and a personal visit might be necessary. 
 
One way to cut costs is to focus your networking activities on those strategies that can address a 
number of contacts at once – such as email newsletters rather than personal visits. Having created a 
marketing plan that gives a good return on the resources invested, a budget should be developed and 
activities scheduled and delegated. Priorities may need to be reconsidered at this point to ensure a 
balance between networking and other project activities. 
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1.5.7 Monitoring And Evaluation 
By designing a marketing plan, costs can be monitored and outcomes evaluated. Elements to 
evaluate include the quality of information, the efficiency of the network, the cost involved and the 
degree to which the desired outcome is achieved. To be effective, monitoring must be done by 
comparing performance against pre-determined performance indicators. Performance indicators can 
be numerical targets or project milestones and should be selected to show how activities are 
achieving the desired outcomes. Some performance indicators for a monthly inter-agency meeting 
could include: 
 
• Every relevant organisation sends a representative 
• Meetings are on time and do not go over time 
• All organisations share the costs involved  
• Our costs do not exceed $X per meeting 
• The information exchanged leads to a measurably better service for your clients 
• The personnel are professional and exchange techniques as a regular part of the meeting 
 
Evaluation can be internal or external. Internal evaluation methods include: 
 
• Self-evaluation by reflecting on your own networking 
• Peer evaluation by discussing your networking with a co-worker, fellow networker you 
respect, or your supervisor 
• Group evaluation at a meeting called for this purpose 
 
External evaluation can be conducted by discussing your networking with your network contacts 
by: 
 
• Surveys by telephone, face-to-face, or by mail 
• Questionnaires 
• Special forums or group meetings 
• Anonymous feedback 
 
See Chapter 6 for more information on this management tool.  The Johns Hopkins Bloomberg 
School of Public Health Center for Communication Programs (CCP) has a number of excellent 
tools for social mobilization, including evaluation, at www.jhuccp.org/research/tools.shtml. 
 
1.6 GETTING FINANCIAL 
Having identified the type and function of your organisation and designed a way of attracting the 
right people, you are now in a position to plan your financial strategy. 
 
At this point you have two financial tasks. 
1 To raise funds to cover your work group’s project costs 
2 To establish an income strategy for the new organisation  
1.6.1 Covering your Work Group’s Project Costs 
One of the tasks your work group will have to address very early in the project is how to cover the 
costs you will incur while you are setting up the organisation. These include: 
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• Operating costs – travel, office, promotion, etc 
• Equipment - such as a computer and your database program 
• Consultant fees – accountant, solicitor, etc 
 
As part of the incorporation process you will need to hold a public meeting and this will also 
involve costs. Your social research and community mobilisation projects could also incur costs 
depending on your approach.  
 
You might raise these funds through donations from your work group or stakeholders identified in 
your relationship marketing strategy. These could be cash donations or donations-in-kind such as 
the use of an office and equipment, pro-bono services from consultants, or gifts of office 
consumables. 
 
Some organisations such as community centres and neighbourhood centres have a policy of 
assisting new organisations and may be able to auspice your group by providing resources and 
covering your costs or by fundraising or applying for a small grant on your behalf. They may also 
be willing to conduct your social research or the development of your stakeholder database as their 
own project or in partnership with you, and so minimise these costs.  
 
Alternatively you might decide to hold a fundraising event or to conduct some other fundraising 
activity. Holding an occasional party for stakeholders and passing the hat around can be a very 
effective way to raise your operating costs but, unless someone in your group has fundraising 
experience, it is best to leave public fundraising until the organisation is established. It is a long-
term program and can be costly. It can also distract your work group from its critical task of 
establishing the organisation. The legal aspects of fundraising are discussed in Chapter 11. 
1.6.2 Funding the New Organisation 
The second financial task for your work group is to identify and secure funds for the operation of 
the organisation once it is established. If you cannot be sure the money will be available to operate 
your organisation, hold off on incorporating until you are sure. Many associations fail because they 
cannot meet the ongoing audit and reporting costs that are incurred by being incorporated. 
 
Generating an income for your organisation and your projects will take time and a structured plan. 
Some organisations, such as a government service-delivery agent or a community child care centre, 
may have only one source of income but most have a number of sources. To develop your income 
generating strategy you need to: 
 
• Identify your needs 
• Research possible income sources 
• Develop a project plan for each appropriate option 
 
Once you have researched your options and selected those most promising, you need to prioritise 
and schedule your fundraising activities. Sometimes having income from one source will help you 
attract another source of funds. Remember when preparing funding applications to mention any 
donations, volunteer hours, or pro bono support. 
 
The funds required for each organisation will differ depending on what you wish to achieve and 
how you plan to do it.  To identify the cost of setting up and operating your new organisation the 
work group needs to consider a number of issues: 
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• What do you want to achieve within the next three years? Your vision, mission, goals and 
objectives will guide you here. 
• How will this be achieved? Which project and program you have selected. 
• What costs are involved in engaging the right people? Your professional and office staff 
costs, volunteer management costs, consultant fees. 
• What assets will they need, such as office equipment, any special equipment, or vehicles? 
• Establishment costs– incorporation fees, office lease or new equipment? 
• What are your ongoing operating costs - office consumables, transport costs, 
communications costs, networking costs, public meetings, subscription fees, training, annual 
incorporation fees and insurance? 
 
Your next task is to develop your budgets. This starts with establishing baseline amounts for each 
item on your list. The Queensland Department of Industrial Relations (http://www.dir.qld.gov.au/) 
can help you identify your staffing costs and Volunteering Queensland 
(www.volunteeringqueensland.org.au) can help you design and cost your volunteer program. Most 
professional staff in community organisations are employed under the Social and Community 
Services Award and their current rates of pay are available at the Australian Services Union web 
page at http://asuqld.asn.au. 
 
As a good practice, asset estimates should be supported by three quotes for items over $500. The 
department responsible for your incorporation will be able to inform you of your incorporation 
costs. Your peak body will be able to help you estimate some of your operational costs, as will other 
organisations that manage similar projects and services.  
 
As well as the overall budget it is important to develop budgets for each project or program. Be sure 
to include a percentage of common cost in your project or program budgets. These budgets will be 
useful in prioritising your work and will be essential for applying for grants and sponsorship and 
other fundraising activities.  
 
Having identified the costs, the next step in the budgetary process is to identify the month in which 
payments are due. This will give you a picture of your cash flow needs. This is not necessary for 
project and program budgets as timing will depend upon funding being secured. 
 
Now you are in a position to analyse your figures to identify your establishment costs and your 
baseline operating costs – those things the organisation could not exist without. It is advisable to 
consult your accountant at this point. 
 
For a brief overview of the budget planning process see the ourcommunity.com site at 
http://www.ourcommunity.com.au/management/view_help_sheet.do?articleid=69. 
1.6.3 Identifying Sources Of Income 
Now that you know how much you need, it is time to identify where the money will come from. 
There are a number of ways community organisations can raise funds including: 
 
• Membership 
• Fundraising 
• Sale of goods and services 
• Grants from government departments or foundations 
• Sponsorship 
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• Alliances 
• Community-Business Partnerships 
 
Membership fees 
Generally, membership fees are priced to cover annual incorporation fees and the cost of keeping 
members informed. Most community organisations try to keep their membership fees modest so 
that people on low-incomes can participate. Some raise additional funds by offering a range of 
membership levels so that members with higher incomes pay higher fees or buy some membership 
services for a fee. Others have two or more forms of membership, one of which can be for 
businesses or other organisations and these are charged a higher fee. Some organisations, such as 
cooperatives, are able to raise funds from members to set up their income-generating activities. It is 
important to consider the role of membership fees when you select your organisational form and 
draw up your incorporation documents. 
 
Fundraising 
The ability to fundraise is one of the great assets of being a community organisation because it 
generates unencumbered income that you can spend to achieve your objectives in the manner and 
time you choose. Fundraising activities can also be an excellent form of community mobilisation 
and education.  
 
On the down side, fundraising is time consuming and usually takes some initial capital. It is most 
effective if it is developed as a long-term strategy recognizing that it may not generate an income 
for some time. It is important for your organisation to incorporate a fundraising strategy into its 
operations but it may not be the best way to secure initial funding. It is advisable however to consult 
a professional fundraiser at this point to ensure that your incorporation papers maximise your future 
fundraising potential and to map and cost your strategy. The Fundraising Institute of Australia, at 
http://www.fia.org.au/, runs training programs and conferences and has a list of consultants.  
See the Brisbane City Council web page for tips and advice on all types of fundraising at 
http://www.ourbrisbane.com/community/bris_gives/groups/fundraising.htm. 
 
Sale of goods and services 
Some non-profit organisations, such as a community child care service, charge fees on the basis of 
income so that those who can afford the service subsidize those who cannot. Others run for-profit 
enterprises to raise funds for their non-profit activities. In this era of user-pays it is important to 
consider the services you are offering and the clientele who will benefit. If you are likely to have 
members or clients who could afford to pay, or if your services target people on low incomes but 
could also be repackaged to people who might be prepared to pay, it is worth spending some time at 
this stage considering such an income strategy.  As with fundraising, income generated in this way 
is unencumbered, but it can also be expensive and time consuming to set up. In some cases it is 
better to set up your for-profit activity as a separate business. This minimizes any risk to your 
organisation if the enterprise fails and ensures that your not-for-profit status is not compromised.  
 
Every income generating activity needs a business plan. This sets out how you will operate and the 
capital and income you will need. It can be used to borrow loans and to keep your stakeholders 
informed. The Queensland Department of State Development and Innovation has information on 
how to get assistance in setting up your for-profit business at 
http://www.sdi.qld.gov.au/dsdweb/v3/guis/templates/content/gui_cue_menu.cfm?id=16. 
 
For a list of web sites dealing with sources of funding for enterprise activity see the Queensland 
Information Communications and Technology Site at: 
http://www.iib.qld.gov.au/resources/RelatedLinksMore.asp?ID=114. 
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Grants 
Unless you plan to sell goods and services and/or rely on fundraising, any other funding option will 
require that you enter into a contractual relationship with one or more of your stakeholders. These 
stakeholders will have a vested interest in the operations of your organisation and will want to be 
involved in the design of your projects or programs to varying degrees. Most grants opportunities 
occur at fixed times throughout the year and grant assessment can take up to three months so you 
will need to start to identify your most promising sources of grant funding early in the life of your 
work group. There are three broad sources of grants: foundations, government departments and 
businesses. 
 
See the state peak body for community service organisations, the Queensland Council of Social 
Services (QCOSS), web site for information on applying for grants and a free on-line database of 
grants from philanthropic, charitable and government sources at http://www.qcoss.org.au. 
 
For information on preparing a submission see the Volunteering Australia web site at 
http://www.volunteeringaustralia.org/sheets/funding.html. 
 
Foundations and Charitable Trusts 
Foundations and charitable trusts are tax-deductible organisations that are set up by individuals, 
families and companies to achieve a broadly stated aim by funding non-profit organisations for 
projects with similar objectives. Foundations tend to be the least likely to want to be directly 
involved in your operations and generally only require evidence that the project is needed, is likely 
to achieve its objectives, has community support, and will be efficiently managed. Setting up your 
organisation as outlined in this manual can supply you with this evidence. 
 
Charitable foundations can be a good source of funding for new and innovative projects, however 
most tend to fund organisations with a proven track record. Funding is also more likely to be one-
off and project-specific rather than long term.  Most require that your organisation has charitable 
status with the Australian Tax Office, so be sure your incorporation documents will allow for this. 
At this stage in your organisation, you can increase your chances of success with these grants by 
being auspiced by an established organisation when you apply or by forming an alliance with one 
or more organisations to deliver the project. Alliances are discussed in more detail below. 
 
Philanthropy Australia publishes The Australian Directory of Philanthropy each year and on-line 
copies can be purchased at http://www.philanthropy.org.au/research/7-10-directory.htm. The 
Queensland Council of Social Services web site, at http://www.qcoss.org.au, lists most of the 
foundation and trust grants available in this state, along with an outline of how to prepare a 
submission. For more specific instructions contact the donor directly. It is also worth speaking to 
other organisations that have received funding from the foundation or trust you decide to approach. 
 
Government departments  
Early in the process of building your network you will have identified at least one government 
department with an interest in your mission and it is important to work closely with them in 
building your organisation and your projects if you intend to apply to them for funding. 
Government departments are a major source of operational and project funding for community 
service organisations. The QCOSS database mentioned above lists 128 Queensland Government 
grants and 82 Commonwealth Government grants. The Australian Government Community Grants 
web site also has a comprehensive list at http://www.grantslink.gov.au/.  The Queensland 
Department of Communities, sponsor of this site, is a major provider of funding to social service 
organisations. Their Community Services Funding Book explains their range of grants at 
http://www.communities.qld.gov.au/department/funding/resources/index.html. 
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All government grants come with conditions and it is important to ensure your organisation will be 
in a position to fulfil these before you apply. Standard conditions usually include a list of eligible 
costs and accounting requirements as well as specifying the nature of the relationship such as 
reporting periods and ownership and disposal of property purchased with the grant. The Department 
of Communities web site mentioned above has a link to their standard conditions of funding. 
 
If your submission is successful you will be required to sign a Service or Funding Agreement or a 
Contract. These are legal documents that set out your performance obligations and the rights and 
responsibilities of both organisations.  The Queensland Department of Communities uses an Asset 
Funding Agreement and a Service Agreement depending on the purpose of the funds. Contracts 
tend to be more prescriptive and are usually used when a community organisation undertakes to 
deliver a program on behalf of a government department. Your organisation will need to be 
incorporated before you can sign the agreement or contract. 
 
Businesses 
Many businesses have foundations that give grants and many others will give substantial donations 
in the form of sponsorship if they believe being associated with your activities will create a positive 
image. Local business sponsorship is an important source of funds for many youth and children’s 
organisations. In considering a sponsorship application, companies tend to look for organisations or 
products that align with their corporate image, service the same target market (e.g. young mothers) 
and that operate in the same localities.  Sponsorship contracts can be very profitable as they usually 
involve the business personnel and resources as well as funds and are more aligned to the benefit 
the business receives rather than how much the project will cost. Therefore sponsorship proposals 
are usually developed to highlight the benefits to the company as much as the outcomes of the 
project. For tips on preparing a sponsorship proposal see the Sports and Recreation ACT site at 
http://www.sport.act.gov.au/development/sponsinfo/sponinfo.html. 
 
For an example of the criteria a company might require before accepting a sponsorship offer see 
their briefing notes at 
http://www.optus.com.au/portal/site/WOCA/menuitem.6d6045a9259bfcca9b2e6decc00345a0/?vgn
extoid=ddcfe74cdc8bef00VgnVCM10000029a67c0aRCRD&vgnextchannel=b0dcb5831cf2cf00Vg
nVCM1000006801540aRCRD. 
 
Alliances 
The term alliance is used here to cover the special relationship that develops when two or more 
non-profit organisations join forces to manage a community project. The alliance can be formal, in 
which case a new organisation might be established, or informal, in which case the organisations 
sign Memorandums of Agreement and each takes responsibility for a particular part of the project. 
An alliance with an established organisation is an excellent way for a new organisation to get 
started, but they are not without their problems. Be sure to do your risk assessment and cost/benefit 
analysis beforehand and ensure there is a clear time frame and exit clause. The Department of 
Innovation and State Development offers courses for businesses in forming alliances and the 
principles and issues are the same for non-profit organisations. See their web site 
athttp://www.sdi.qld.gov.au/dsdweb/v3/guis/templates/phnxschcrse/gui_cue_phnxschcrse_sessions.
cfm?id=1276&course_id=SEVENKEYSA&search_startrow=1. 
 
Community-Business Partnership 
Community-Business Partnerships are a relatively new form of raising capital for community 
projects. They are cross-sector alliances usually involving community organisations, government 
departments and businesses to address needs that extend beyond the scope of just one sector. For 
example, Indigenous Enterprise Partnership (IEP) has partnered with Westpac, the Body Shop and 
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the Boston Consulting Group to work with Aboriginal communities to build a sustainable economy 
in Cape York.  
 
Community-Business Partnerships can be complex and take a long time and a high level of skills 
and resources to establish, but it is important to be familiar with this way of attracting resources to 
your cause and to be open to opportunities. For a good overview of Community-Business 
Partnerships see http://www.ourcommunity.com.au/partnerships. 
1.6.4 If Your Financial Strategy Is Not Successful 
Never assume that any funding is guaranteed and do not borrow on a promise. It is very unwise to 
start your organisation with a debt. If an application for funding is unsuccessful, approach the 
funding source for feedback. There may be other ways that they can help. Engage them in 
preparation for the next funding round. Focus on building a long-term relationship.  
 
In the meantime, restructure your operations so that you can work on a voluntary basis and look for 
an established organisation to support you. Focus all your work on promoting your purpose and 
securing funding. Keep the purpose topical through a media campaign and watch for the 
opportunity – nothing can stop an idea whose time has come. 
1.6.5 After The Funding Application Is Successful 
Once you have been successful in your financing strategy you will need to open a bank account and 
establish an appropriate financial accounting system. You will need to be incorporated to open the 
account so keep this in mind in scheduling your work. Alternatively, another organisation may be 
able to receive or hold the funds on your behalf until the incorporation process is complete. 
 
Use the news of your funding as a promotional opportunity and be sure to credit any funder at every 
opportunity. Refer to your service agreement or contract every time you make a major decision to 
ensure that you do not inadvertently breach the terms of the agreement. Be meticulous in your 
record keeping and be sure you meet any timing requirements. Make the organisation a pleasure to 
do business with and you will reap the benefits of your good reputation in long-term partnerships 
and referrals to other sources of funding. 
 
1.7 SETTING UP THE ORGANISATION  
Now that you have identified a clear purpose for your organisation, identified the best incorporation 
structure, secured the necessary finances and attracted the right people you are ready to take the 
final steps in setting up your organisation. These are: 
• Holding the formation meeting 
• Finalising incorporation 
• Setting up the office 
• Handing the organisation over to the new board 
 
1.7.1 The Formation Meeting 
The Formation Meeting is the first General Meeting of the new organisation. In most cases this is a 
public meeting and should be conducted using the Annual General Meeting (AGM) format outlined 
in Chapter 3.6. At this meeting the final decisions about the structure of the organisation are voted 
on by the new members. These will be specified in your incorporation papers and generally include:  
 
• Electing the chairperson and secretary for the meeting 
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• Giving apologies from people unable to attend  
• Reporting on the activities of the work group, including a financial report 
• Prioritizing the short-list of names for the organisation  
• Adopting the constitution or rules of the organisation  
• Electing office bearers  to serve on the board or management committee of the new 
association 
• Electing an auditor 
• Nominating someone to complete the application for incorporation 
• A vote of thanks to the members of the work group and key supporters, funders, etc 
• Other business (any urgent matters can be discussed) 
• Details of the next Annual General Meeting 
• Close of business 
• Celebration 
 
Before the meeting select a chairperson who is an experienced facilitator and a secretary who is 
aware of the incorporation requirements of the meeting. Remember all motions must have a mover 
and a seconder, and be passed by a vote at the meeting. For ease of operation, someone in the work 
group should be charged with finalizing the application for incorporation. 
 
Identify the key office bearers before the meeting so that you know who will be carrying on your 
valuable work and so that the new committee members are aware of the roles and responsibilities 
for which they are nominating.  It is best to keep this meeting short and formal and after the close of 
business celebrate your achievement. This is an important acknowledgement of the volunteer effort 
involved and helps bond new people to the organisation.  
 
It is also an opportunity to gain new members and volunteers through public promotion of the first 
meeting.  Collect contact details of those wiling to be involved in future activities. 
1.7.2 Finalising Incorporation  
Having gained the approval of the members, the constitution or rules can now be finalised. This can 
be a lengthy process so check the time line when you lodge your application and follow up on 
progress after that date. Once you have received your certificate of incorporation, you will usually 
have a number of reporting forms that need to be completed within a set timeframe and it is most 
important that this is adhered to as failure to do so can invalidate the decisions at the meeting and 
may lead to fines.  
 
Other tasks involved in completing your legal structure include: 
 
• Taking out public liability and any other relevant insurance 
• Completing any requirements for tax purposes 
• Transferring any assets or funds that may be held by another organisation on your behalf 
• The production of a Common Seal and its approval 
• A notice to creditors advertised in the newspaper 
• Starting your formal Register of Members 
• Setting up, in conjunction with the management committee and your auditor, the financial 
accounts and opening new bank accounts or changing existing signatories 
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• Setting up your office 
1.7.3 Setting Up The Office 
Setting up the office is a project in itself and should be started well before the moving date. The two 
biggest constraints on office space are the amount you have to spend and the activities you will 
perform. Once you have secured your source of funds, identified how you will operate and  have the 
staff required to do it, you are ready to begin your search for appropriate office space. 
 
The first question to be addressed is the location. You will want to be within easy access to your 
target group and close to other services that they use. Disability access is important as a social 
justice issue but also because it is a requirement for many funding bodies. 
 
The next issue is to decide how much space you will need. Most community organisations require: 
 
• A reception area  
• A resource room for common files, photocopier and fax, work table and a library 
• Staff workspace for staff, volunteers and part-time project workers 
• A committee meeting room 
• Staff room including space for a first aid couch 
• At least one confidential interview room 
• Sufficient parking space for staff and clients 
 
This can add up to a considerable expense in a commercial building and may be out of your reach in 
the first few years. To overcome this some organisations start out in a house and others look for 
offices with facilities they can share with other organisations. Another possibility is finding space 
available through a local authority. 
 
If it is possible to share with another organisation serving the same purpose or clients, this can be a 
distinct advantage and many community organisations set up one-stop shops to maximize their 
access and minimize costs by sharing resources. Should you choose this option, consider sharing the 
meeting space, lunchroom and resource room as well as reception services as this helps to build a 
supportive relationship between the organisations and increases opportunities for information and 
skill sharing. When sharing premises, it is important to have a lease or sub-lease and a legal contract 
regarding the shared facilities. Topics in the agreement should include: 
 
• Access to resources and services 
• Any timing issues 
• Costs 
• Responsibilities and maintenance 
• Conflict resolution procedures 
• An Exit Clause 
 
Once you have identified your preferred premises you will need to negotiate the lease or sub-lease. 
Use your own lawyer to check the lease terms and be sure that all the issues are covered to your 
satisfaction. Some things to consider include: 
 
• The period of the lease 
• Your ability to sublease 
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• A rent free settling-in period 
• Payment periods  
• Rent, bond, common costs 
• Insurance responsibilities – public, fire, glass, fixtures and fittings and theft 
• Work place health and safety issues – any electrical or structural faults corrected, no loose 
flooring, etc  
• Any interior renovation required 
• Security – keys,  after hours access, lighting of entrances and the car park 
• Electrical fittings – sufficient phone and internet access points, power points, air 
conditioning and heating 
• Maintenance, cleaning and waste disposal responsibilities 
 
Having signed the lease you will need to arrange your moving schedule including: 
 
• Any painting or construction of internal fixtures and fittings 
• Commissioning any signs including the notice that this is the registered office of your 
organisation 
• Contracting cleaners and arranging a thorough initial service before arrival 
• Booking the movers and arranging the packing day 
• Arranging utilities connection dates and payments 
• Buying, borrowing, leasing or securing donations of any additional furniture and office 
equipment 
• Backing up the computers before they are transported 
• Arranging new letterhead, cards and notices to stakeholders informing them of the move 
• Arranging the office-warming party – another promotional and team building opportunity 
 
1.7.4 Winding Up The Work Group 
Finally your project is complete. The organisation is established, funding is secured, the right 
people are in position to carry on your work and the office is ready to open. The rest of this 
publication is directed to the Board or management committee who will be responsible for 
employing the staff and developing the organisation and its projects.  
 
Your last task is to wind up the work group. This involves bringing all your information systems up 
to date and handing over the reigns to the Board/Committee. This should be a formal process and is 
usually done through a Board or Committee induction workshop. You may also need to provide 
training in any accounting or data management software. Be sure all your files are up to date 
including a report on the project so that this first phase of the history of your organisation is 
preserved.  
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1.8 USEFUL RESOURCES  
 
Comprehensive Community Organisation Development Sites 
 
Community Builders (Australia) 
http://www.communitybuilders.nsw.gov.au/getting_organised/setting_up 
 
Federation for Community Development Learning (UK)  
www.fcdl.org.uk 
 
Standing Conference for Community Development (UK)  
http://www.quest-net.org.uk 
 
Community Tool Box (USA)  
http://www.communitytoolbox.org 
 
Publications 
 
“Incorporated Associations Manual” published by Caxton Legal Centre, Update No. 11, Brisbane, 
http://www.caxton.org.au/publications.html. 
 
“ A Grant Seeker’s Guide” by Bryan Grehan, 1997, Program on Nonprofit Corporations, QUT, 
Brisbane, QLD,  http://cpns.bus.qut.edu.au/publications. 
 
“The Secretary’s Handbook for Queensland Incorporated Associations” by Myles McGregor-
Lowndes, Centre of Philanthropy and Nonprofit Studies QUT, Brisbane, QLD, 
http://cpns.bus.qut.edu.au/publications. 
 
“Australian Community Development, Ideas, Skills and Values for the 90s” by John Ward, 1993, 
Community Quarterly, Windsor, VIC. 
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CHAPTER 2 – MANAGEMENT COMMITTEE 
 
 Contents 
 
2.1 Membership Of The Committee   
2.2 Roles Of The Management Committee 
2.3 Sub-Committees 
2.4 Useful Resources 
 
This section describes the membership and role of a management committee of a Queensland 
incorporated association. This is the most common form of incorporation for community 
organisations. 
 
2.1 MEMBERSHIP OF THE COMMITTEE 
The management committee is made up of people elected by the general membership of the 
organisation. The Queensland Act prohibits appointments (non-election) of committee members 
with the exception of the secretary apart from casual vacancies. If you have adopted the Association 
Incorporation Act's "model rules" it will be necessary for all elected members of the management 
committee to be members of the association. Organisations developing their own rules will need to 
check to see whether elected committee members need to be members of the organisation.  
 
Management committees usually comprise a president, secretary, treasurer and ordinary members. 
The act permits other names to be given to these positions such as Chair or public officer. In 
addition, some organisations have assistants to the various office holders - for example, an assistant 
treasurer or deputy chairperson. The role of these assistants can include “learning the ropes” in 
anticipation of taking on more responsibilities at a later stage, or sharing the work load carried by 
the main office holders. 
 
Secretaries can either be elected by the membership or appointed by the management committee 
unless an association's rules state otherwise. If appointed, the secretary does not need to be a 
member of the association. 
 
2.2 ROLES OF THE MANAGEMENT COMMITTEE 
There are some general responsibilities which apply to all members of the management committee. 
These include: 
 
• Ensuring that the association complies with its rules and the Associations Incorporation Act, 
such as those regarding calling and holding meetings 
• Acting honestly and in the best interest of the association 
• Exercising care, skill and diligence in carrying out its role 
 
The management committee under the act and/or the model rules also has the responsibility for 
some specific tasks, such as: 
 
• Ensuring a secretary is appointed 
• Conducting the business of the association 
• Taking out appropriate insurance 
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• Preparing the audited financial statement and presenting it to the annual meeting  
• Authority to interpret the meaning of its rules 
Committee members should work to maintain and enhance the organisation's unity and sense of 
purpose. Internal disputes which escalate can cripple the organisation and lead to its eventual 
demise. Further material is available in Chapter 7 on this issue. Some important principles for 
creating a good working environment should be noted: 
 
• If you agree to be involved in a particular project or a sub-committee, be involved; don’t 
leave it to others to carry your workload. 
• Listen to what others have to say. Try to understand their point of view, especially if it is 
different from your own. The general aim of a committee is to arrive at an acceptable and 
workable mix of the suggestions that have been made. 
• Do your best not to invade another committee member's authority. For example, if someone 
has responsibility for publicity and you have noticed that some opportunity or avenue of 
publicity has been missed, don't launch into an attack. Talk privately, offering help and 
suggestions.  
• Support the legal decisions made in meetings of the organisation. Even those who have been 
opposing a certain course of action are expected to accept responsibility for the final 
decision and its implementation. However, if you have some concerns about a decision, you 
may wish to suggest an evaluation of the chosen course of action after a trial period.  
 
The chairperson, secretary and treasurer have a number of specific tasks, which are discussed 
below. 
2.2.1 Chairperson 
The chairperson or president has an important role as a leader within the organisation, as well as the 
legal duty of ensuring orderly and correctly conducted meetings. An involved chairperson and 
committee can give paid and unpaid workers a great deal of support and practical help. Where good 
communication exists, the organisation is stronger and better. 
 
The chairperson will also take the chair at meetings of the association and be responsible for good 
meeting procedure. 
 
Sometimes the chairperson is also the organisation's spokesperson. The role of spokesperson can be 
played by any member of the committee as long as everyone is clear who it is, and what the role 
means. 
 
In the role of representing the organisation, the chairperson usually signs all official letters 
concerning changes in policy and letters to workers, committee members, and government 
departments and so on. Such official correspondence should be held on record and tabled at the 
subsequent management committee meeting. 
2.2.2 Deputy Chairperson 
Some organisations include a position of deputy or vice chairperson. This person assists the 
chairperson and fills in if he/she is unavailable. It is essential that the chair and deputy chair have a 
good working relationship to ensure that duplication or confused direction does not occur. 
 
The role of chairperson is a large and responsible one and there are many aspects of this work 
which can and should be shared with other committee members. Thus the role of deputy 
chairperson is largely the same as has been described for chairperson, but the two people should 
share that workload as a team. 
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2.2.3 Secretary 
The secretary is responsible for ensuring that the records of the association are maintained and for 
being the public point of contact for the association. 
Duties and obligations placed by the Act are: 
 
• Section 17(4) − the secretary to notify any change of address of the association’s registered 
office 
• Section 24 − the secretary is responsible for ensuring the change of records for any land 
owned by the association on its incorporation or afterwards 
• Section 48(4) − the secretary’s statutory declaration on amendment of the rules 
• Section 53 − the secretary is required to provide members with a copy of the association’s 
rules on request and payment of reasonable charges 
• Section 54 − the secretary is required to ensure that the rules are in a legible state 
• Section 59(4) − the secretary to lodge financial statements 
• Section 68(3) − the secretary to notify any change to officers 
• Section 68(4) − the secretary to notify any change of the secretary’s address 
• Section 70(2) − the secretary is required to notify the arrangement of the association’s 
insurance 
 
The following are the duties and obligations placed on the secretary by the model rules: 
 
• Clause 9(1) − members may resign by giving notice in writing to the secretary 
• Clause 10(1), (2), (3), (7) − rejected or terminated members can give written notice of 
appeal to the secretary and the secretary must convene a general meeting to determine the 
appeal 
• Clause 11(4) − the secretary usually keeps possession of the register of members and must 
allow members to inspect it 
• Clause 18(5) − special meeting of the management committee to be convened by the 
secretary on a written requisition 
• Clause 18(10) − the secretary shall give at least 14 days notice of any special management 
committee meetings 
• Clause 26 − this clause details how a special general meeting can be called and convened by 
the secretary 
• Clause 27 − the manner of the notice to be given by the secretary for the convening of all 
general meetings to hear membership appeals 
• Clause 29(1)(p), (q) − this provision places responsibility for the minutes of the association 
with the secretary 
• Clause 32(3)(a) − the secretary may countersign the affixing of the association’s seal 
 
Usually the secretary is also generally responsible for: 
 
• Preparing for management committee, general and annual general meetings (e.g. preparing 
agendas in consultation with the chairperson, ensuring venues are available and, if needed, 
catering is provided, coordinating guest speakers, etc)  
• Carrying out tasks during meetings (taking minutes, attendance lists, generally assisting the 
chairperson) 
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• Following up after meetings (writing up and distributing minutes, monitoring and acting as 
needed on correspondence) 
 
Taking minutes at meetings is a very important role of the secretary. Minutes provide a written 
record of what went on and what decisions are reached. With full and accurate minutes, people can 
refer to that record to find out exactly what was decided. 
As a basic guide, minutes should include:  
 
• Date of the meeting and time started 
• Place of meeting 
• Names of those present 
• Names of those who conveyed their apologies for not being able to attend  
• Reference to the minutes of the last meeting including a note that they were accepted as 
being an accurate record of that meeting (or detail precisely what amendments had to be 
made to them) and recording any business left over from that meeting.  
• Record of the decisions made. In organisations this will mean writing down the exact words 
of the motion passed at the meeting, noting the names of the mover and seconder.  
• Reference to any reports that are presented. This is the minimum minute entry required. 
Some secretaries like to appendix the full report to the minutes to provide the most thorough 
and detailed account of the meeting, or you could ask anyone who provides a report to also 
provide a one paragraph summary for the minutes.  
• Any information that members want to make known, or positions they have reached and 
wish to be recorded.  
• Task lists - it is a very good idea to write down who is to do what and when it is to be done. 
This part of decision making is sometimes forgotten or never recorded and all kinds of 
problems can arise because of it. This information can usually be written next to the relevant 
decision or resolution in an action column or listed separately at the end of the minutes. 
When minutes are sent out, a task list also serves to remind people of their tasks.  
• Brief notes on matters or ideas discussed, rejected or amended and the reason for rejection. 
This minimises later discussions and rescission motions. (A rescission motion is when the 
group changes its mind.). 
• A list of correspondence received by the organisation since its last committee meeting and a 
list of correspondence sent during that time. The secretary should draw the attention of the 
committee meeting to any correspondence which requires urgent attention or discussion to 
formulate a reply. 
• Assurance that your minutes are official and correct – you should keep an official minutes 
book. A copy of the minutes should be pasted into your minutes book soon after each 
meeting. When minutes from a previous meeting are accepted at a meeting, another member 
of the executive committee (usually the Chairperson) should sign and mark them as 
accepted. This will avoid any future disputes about whether minutes were accepted or not. 
• In small organisations, details of all letters written and received could be given at all 
meetings so that the whole meeting can decide how to reply to each letter. A larger group 
may give this responsibility to the secretary or a sub-committee and would expect a list of 
correspondence to be sent out with the agenda and the correspondence to be tabled at the 
meeting. The secretary or worker should draw the attention of the committee only to letters 
of particular importance. Members might then request further information on particular 
items of interest to them. 
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Further information about a secretary’s role and responsibilities are available from The Secretary’s 
Handbook, Centre of Philanthropy and Nonprofit Studies, QUT. 
2.2.4 Treasurer 
While all members of the management committee are responsible for managing the association's 
finances, the treasurer is generally charged with the task of ensuring that financial transactions are 
properly recorded and reported on. 
 
The treasurer presents financial reports at management committee meetings. It is important that 
these reports are easily understood by all the committee members because the whole committee is 
responsible for keeping a check on the finances of the organisation. (Your group might need to 
organise some training for committee members to make sure this happens. Ask your auditor to 
recommend someone who can assist with this training.) There should be receipts for all money 
received, evidence that it has been banked, and available documentation for all money paid out.  
While the treasurer may not be able to do all these daily duties personally, it is the responsibility of 
the treasurer to ensure that good systems are in place to allow these tasks to be done efficiently and 
in a foolproof manner. 
 
Other tasks of the treasurer may include:  
 
• Making sure finances are well planned by preparing an annual budget and then regularly 
monitoring this budget to see that the organisation is staying within it 
• Making sure that the books are up to date and in order – this means that there is a proper 
record of all payments and money received, and that accounts are reconciled at least once a 
month  
• Taking reasonable steps to make sure that the organisation's finances are arranged so as to 
prevent funds from being stolen or misused (see Chapter 10: Risk Management) 
• Ensuring that the necessary information and account books are ready for an audit each year 
and that an audit takes place. Auditors will usually provide valuable information to the 
organisation about the way the books are being kept and the general financial position of the 
organisation. It is essential that the whole management committee considers this information 
and does not see the auditor as simply 'checking up' on the treasurer once a year. Your 
constitution will require an audit to take place at a certain time, usually so that audited 
accounts can be presented at the Annual General Meeting.  
 
The specific tasks of preparing financial reports and maintaining the financial record-keeping 
system may be delegated to volunteers or a paid bookkeeper. 
 
2.3 SUB-COMMITTEES 
Sub-committees are a way of distributing the workload of a management committee, and for 
making the most use of the expertise of the organisation's members. In this way, people who may 
not have the time to serve on the management committee can be co-opted onto a sub-committee for 
a limited time to carry out a project. 
 
The role, responsibilities and its relationship to the management committee should be clearly 
defined. In setting up a sub-committee, remember the following:  
• It performs a specific task − such as reviewing staff salaries, preparing a submission or a 
budget, or looking after the grounds. 
• It should be small in size − often 3 - 5 people are enough. 
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• Establish the sub-committee formally at a management committee meeting. Nominate one 
person to act as a convenor to call meetings, and co-ordinate the activities of the sub-
committee. It is a good idea to actually state that the sub-committee is responsible to the full 
management committee.  
• Do not take communication for granted. Make sure everyone is clear about what has to be 
done and who is going to do it. 
• Give the sub-committee specific written guidelines, time frames, duties and powers. This 
information should be minuted at a management committee meeting. 
• A sub-committee minute taker should be nominated. Minutes and reports of the sub- 
committee should be presented regularly at full management meetings.  
• Any action or policy recommended by the sub-committee needs to be approved by the full 
committee before anyone can act on that policy.  
• It is useful to set clear goals and time limits on the life of the sub-committee and to allocate 
specific funds or other resources at your disposal to enable the sub-committee to do its job. 
 
2.4 USFEUL RESOURCES 
 “The Secretary’s Handbook for Queensland Incorporated Associations” by Myles McGregor-
Lowndes, Centre of Philanthropy and Nonprofit Studies QUT, Brisbane, QLD.  
http://cpns.bus.qut.edu.au/publications/. 
 
“Incorporated Associations Manual” published by Caxton Legal Centre, Update No. 11, Brisbane, 
http://www.caxton.org.au/publications.html. 
 
“Legal Issues for Non-profit Associations” edited by Myles McGregor-Lowndes, Keith Fletcher 
and A S Sievers, 1996, LBC Information Services, www.lawbookco.com.au . 
 
“Associations and Club Law in Australia and New Zealand” A S Seivers, 1996, Federation Press, 
Sydney, www.federationpress.com.au . 
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CHAPTER 3 –MEETINGS 
 
Contents 
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3.6  The Annual General Meeting (AGM) 
3.7  Maintaining Your Committee 
3.8  Useful Resources 
 
This chapter describes how to organise and run a successful meeting. It looks at some of the 
common problems, difficulties and the ways decisions are reached. The format for conducting an 
Annual General Meeting is also discussed. 
 
3.1 AGENDA 
The basis of any meeting is the agenda. An agenda gives a meeting direction, structure and purpose. 
You need to allow sufficient time to accomplish what you set out to do. It is important to decide the 
content of the agenda which involves the Chair and Secretary gathering items from other committee 
members. 
 
As an example, an agenda for a meeting to set up a new organisation might look like this: 
 
• Welcome and introduction  
• Presentation of research findings 
• Need for a new service  
• Discussion of draft Aims and Objectives  
• Election of steering committee  
• Decision on time and place for next meeting  
• Allocation of tasks arising from the meeting’s decisions 
• Close, followed by tea/coffee 
 
It is important to stick to the agenda and not to be side-tracked by other issues. This does not mean 
other issues are not dealt with, but that they should be dealt with at another place or at another time, 
for example, after the meeting agenda has been completed but before the closure. Also, keep an eye 
on the time. If the meeting is scheduled to last two hours, make sure that it does.  
 
3.2 HOUSEKEEPING TASKS 
A meeting can fail miserably because nobody thought about the people, only the issues. There are 
some important "housekeeping" tasks to be considered so that people at the meeting feel 
comfortable. 
 
Decide whether you will:  
• Have tea/coffee before, during or after the meeting (where are the toilets?) 
• Have name tags 
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• Provide childcare (what facilities will they need?)  
• Ascertain whether an interpreter will be needed and make the necessary arrangements  
• Record the names and addresses of those present  
• Have multiple copies of documents, such as research findings or draft goals and objectives 
 
Also, do not try to do everything yourself. Ensure that you have people who will welcome and 
introduce people to each other, take minutes to record the meeting, boil the kettle and serve 
refreshments, set up before and clean up afterwards. 
 
3.3 COMMITTEE MEETINGS 
Meetings are necessary for making decisions, communicating information and developing 
relationships. Meetings can take up a lot of time and if they are to be of maximum benefit they need 
to be run properly. The following information contrasts helpful and unhelpful meeting behaviours 
and then offers some suggestions for ways in which you can improve your meeting. 
3.3.1 Helpful And Unhelpful Meeting Behaviours 
Helpful meeting behaviours occur where:  
 
• Everyone who wants to, can have a say  
• The business gets finished on time 
• Everyone is clear about what happened and what decisions were made  
• There is consideration of people from non-English speaking backgrounds and people with a 
disability 
• There is care and sensitivity to people's different cultural backgrounds and experiences  
• Everyone understands the meeting procedures, the jargon and the abbreviations being used  
• The business is not too rushed or too slow. The chairperson sets the pace according to the 
meeting 
• The group is welcoming and encouraging of new or quiet people  
• The chairperson is neutral 
• Everyone feels that their contribution is valued 
 
Unhelpful meeting behaviours occur where:  
 
• A few people dominate discussion and decision making  
• Business is never finished: agenda items are carried on from one meeting to the next, the 
meeting finishes very late, and everyone feels frustrated 
• There is confusion or unresolved conflict, anger or fights  
• New people feel unwelcome or alienated  
• Formal procedure is used, but only a few people understand it 
• Jargon and abbreviations are used that only a few people understand  
• Decision making is raced through by a dominant chairperson who pushes his/her opinion all 
the time  
• The chairperson is biased 
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3.3.2 Meeting Procedures 
The format and formality of a meeting will depend on who are meeting, what is being discussed, 
and the type of community association.  Annual general meetings of large associations are usually 
formal meetings in contrast to many management committee meetings which are held around a 
kitchen table with a cup of coffee.  The larger the group, the more formal the proceedings usually 
have to be so that order is maintained and the meeting can process its business.  It is generally the 
task of the person who chairs the meeting to guide the style of the meeting procedure.  An 
inappropriate meeting procedure style will cause difficulties.  The provisions of the organisation’s 
constitution and legislation (e.g. Associations Incorporation Act) ought to be observed at all times, 
particularly those requiring accurate minutes and records to be kept. 
 
The management committee agenda should be prepared in advance and sent out to everyone 
attending the meeting. Committee members should be given the opportunity to place items on the 
agenda at the beginning of each meeting.   They should prepare a brief explanation of the topic, to 
advise other members of the reason for the topic being placed on the agenda. Also, the reports from 
the treasurer and staff members as well as urgent letters received by the secretary should be 
included with the agenda. 
 
The committee as a whole should agree to the agenda at the beginning of the meeting as well as to 
the order of priority given to items being discussed and any time limits placed on items.  
The agenda will often have the following framework:  
 
• Date, time and place of the intended meeting. 
• Welcome to regular people and especially to any visitors or guests.  
• Apologies - acceptance of the names of the people who have advised that they cannot attend. 
• Minutes of the last meeting - the minutes are accepted as accurate or altered so that they are 
accurate. 
• Business arising - one by one, those items of business which were discussed at a previous 
meeting and needed action are reviewed to see how the action is progressing. The progress 
and any further instructions or guidance which is given to those responsible for the 
continuing work is minuted. This process continues at each meeting and therefore keeps on 
top of projects which could either go astray or be abandoned as people forget their 
responsibilities. You should also bring forward any business which was scheduled for the 
last meeting, but was not actually discussed or resolved. 
• Correspondence - deal with all letters that have been received and sent since the last 
meeting. This does not mean you should read each one at the meeting, but rather the 
secretary should present a list of incoming and outgoing letters and seek guidance on 
important or difficult topics.  
• Treasurer's report - the treasurer gives a report of the organisation's money situation, i.e., 
what has been received and spent, estimates for the coming month and any other important 
matters. The report should also reflect whether expenses and income are in line with the 
budget of the organisation for that period. The Associations Incorporation Act and 
Regulations requires the management committee to approve or ratify the association’s 
expenditure and ensure the approval or ratification is recorded in the management 
committee’s minute book. 
• Staff reports - reports from the staff about the work done, important issues arising, plans, 
statistics, etc.  
• Other reports - e.g. from sub-committees.  
• General business - the general items on the agenda are now discussed. 
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• Any other business - this is where you discuss any extra items members have raised. 
• Meeting close, setting date and time for next meeting.  
3.3.3 Chairing Skills 
Chairing a meeting involves a range of facilitation skills. It is important to draw on the individual 
skills, capacities and strengths of all members. 
 
As a chairperson you need to:  
 
• Know your agenda - identify which items are the most important and decide how long you 
need to allow for each of them.  
• Know the rules of your organisation and be clear about the procedures. Understand how 
your group usually runs its meetings and, if you want to change these procedures, take the 
time to explain why. 
• Take the lead - introduce each agenda item by giving a quick summary of background 
points. Start the discussion by asking someone else what they think. 
• Stay neutral - if you feel strongly about an item and want to join in the discussion, leave the 
chair. Ask someone else to take the role of chairperson for that agenda item. 
• Encourage discussion - however, keep it under control. Let everyone have their turn.  
• Involve everyone - ask the quiet people what they think. 
• Keep the discussion on the topic - if people start talking about something else, suggest it be 
put on the agenda and discussed at a later time, in the proper order of business.  
• Be democratic and firm - remember it is the committee that must make the decisions. 
• Listen carefully so that you can clarify and summarise where necessary.  
• Mediate when necessary - if there is conflict between members, stay neutral and allow each 
person to explain their point without interruptions.  
• When a topic has been fully discussed, summarise and put it to the group for a decision or 
vote. Ask if anyone can put forward a motion. Make sure everyone is clear about what they 
are deciding on/voting on. 
• Make sure everyone is aware of the decision that has been made and that it is written down 
in the minutes.  
 
A good and neutral chairperson will reflect the wishes of the committee and guide the meeting 
through an agreed process. If special problems prompt a change to the agenda, eg, extending the 
time spent on an item, or calling a special meeting to deal with one issue, then you first need to have 
the approval of the meeting. Suspend the discussion on the agenda item, obtain approval for special 
circumstances, then either return to the item or carry on with the agenda, returning later to the item 
which was a problem. It is wise to set a time limit for discussion of difficult items, otherwise they 
will be discussed forever and tempers may rise. 
 
A good chairperson will remind the meeting of the relative importance of different agenda items 
and schedule the energy of the meeting accordingly. 
3.3.4 Using The Meeting Space 
The physical space in which the meeting is held has an enormous impact on people's feelings and 
reactions. Lighting which is too harsh or too dull, uncomfortable chairs, cramped or poorly 
ventilated conditions and bad acoustics can all contribute to bad meetings. A comfort break may be 
needed during the meeting to ‘stretch the legs’ and regain concentration. 
 Developing Your Organisation     40          QUT 
Think about sitting around a table: it can give a sense of formality and purpose. Make sure each 
person has enough table space to work with.  
 
Intentionally or not, seating arrangements sometimes reflect the structure of organisations. The 
chairperson at the head of a long table gives an impression of authority. This may not reflect the 
style of leadership the organisation wishes to present. Having people sitting in a circle is less 
hierarchical and can be used if the group wants to promote feelings of equality. 
 
A seating arrangement with tables in the shape of a "T" can also be useful. This allows people to see 
each other and also helps to prevent people from chatting to each other whilst business is going on. 
 
3.4 COMMON DIFFICULTIES AND SOLUTIONS 
A common problem with meetings is that they are long and slow, or do not start or finish on time. 
Group members end up frustrated or angry and the agenda is never finished. To address these 
problems, try:  
 
• Getting the group to set time limits on the agenda items and the speakers. 
• Tabling correspondence rather than reading it all at the meeting. The secretary and/or staff 
can draw attention to anything that needs a decision or is of special importance.  
• Sending out minutes from the previous meeting before the meeting. The chairperson can 
then move for their acceptance, without them being read aloud at the meeting. 
• Sending out reports in advance along with the previous minutes. The meeting can comment 
and deal with any particular issues arising from them. 
• Rationalising the number of items on the agenda, delegating more work to sub-committees, 
or scheduling an extra meeting or two to catch up with business which is outstanding, but 
which deserves everyone's input. 
• Phoning everyone the day before the meeting to remind them of start and finish times. 
• If people arrive late, either briefly stop and summarise the important business they have 
missed or ask someone in the meeting to do so quietly, so as not to disrupt the meeting. 
• If people have to leave early, ask them if they have any comments to make regarding the 
remaining agenda items. 
3.4.1 Keeping On Track 
Another issue with meetings is that the discussion can easily get off track, people get confused and 
the group finds it hard to focus on the agenda. Some useful strategies are:  
 
• Suspending the discussion to allow the chairperson or another group member to summarise 
the discussion thus far. Remind the meeting of, and clarify, the main arguments. Using a 
white board or butchers paper can help people see the options which require a decision. 
• Using time limits and making sure no one person, or group of people, dominates the 
discussion. Stop people saying the same thing over and over again in different ways. 
• Asking the meeting to take a few minutes break at the table for people to collect their 
thoughts and maybe to write them down. 
 
An effective meeting is one where each person can have a say when they want to, though without 
dominating the discussion. Some techniques to help people participate include: 
 
• Time limits for each agenda item, each speaker and/or for the whole meeting  
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• Asking people to speak through the chair, i.e., address their comments to the chairperson 
and not to each other  
• Preventing people from saying the same thing over and over again by allowing each person 
to speak only once to a particular item, except to answer questions  
• Using a 'round robin', where each person has one minute to speak on an agenda item  
• Encouraging less dominant people to gain more confidence, through training in meeting 
skills, group dynamics, assertiveness, public speaking or self esteem  
• Giving out more information prior to the meeting and encouraging people to think about the 
issue and work out their opinions 
• Using the authority of the chair to point out when people appear to be dominating the 
discussion  
• Enforcing a rule which allows people to speak without interruption but within a time limit  
• Provide inductions to new members 
• Breaking into small groups to discuss an issue then reporting back as a large group to make 
the decision; quiet people will often feel more able to join in discussions in a small group  
• Using the help of an interpreter when language stops people from joining in. Encourage 
people to speak slowly and clearly. It may be necessary to change the format and style of the 
meeting to fit the needs of these members. Try to recognise and be sensitive to cultural 
differences 
 
Sometimes meetings can run into problems with conflict, tensions or negative feelings amongst 
members. Strategies to help resolve problems include:  
 
• Adjourning for a short break and asking the whole meeting to cool down.  
• Asking for a short silence. This gives people a chance to collect their thoughts. During this 
time members could write down their ideas on the issues being discussed. 
• Refocusing the meeting on unifying themes, such as the vision or goals of the organisation. 
Start again from first principles and work from there. 
• Breaking into small groups where the factions are separated. Ask each group to brainstorm 
the issue and to pick out two or three important prime points. This also works when there is 
confusion about the issue.  
• Adjourning the debate until the next meeting (or a special meeting). Distributing 
information prior to that meeting will give people time to discuss the issue informally. It's a 
good idea to start the new discussion of the topic with a 'round robin' so everyone knows 
what each other thinks. 
• Stopping the discussion from drifting into personal conflicts, attacks or old battles. Make 
sure members criticise ideas, not the people holding them. Recognise there is a place for 
feelings, and if necessary make a special time for a mediator to deal with any negative 
feelings or personal conflicts which exist amongst the group.  
• Enlisting the services of an outside neutral mediator for a few meetings. This may help the 
group move through the difficult issues. 
 
Chapter 7 “When Things Go Wrong” provides further information and strategies for dealing with 
such issues. 
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3.5 MAKING DECISIONS 
To get the most out of meetings it is important to be aware of the actual process by which decisions 
are made. As mentioned above, meeting formats should vary depending on the circumstances. The 
two options of Formal Process and Group Consensus are described below. It is important to realise 
that meeting procedures can be much more technical than these descriptions. You may wish to refer 
to Useful Resources cited at the end of this chapter for more information on this topic. 
3.5.1 Formal Process 
This is the procedure used by most small groups to reach a decision. There are many variations to 
this procedure, but the steps in common are:  
 
• An item is put on the agenda - e.g., buying a new television  
• Discussion of ideas for and against, implications, compromises, changes, and so on  
• After some time the discussion will have gone as far as possible, and people begin repeating 
themselves  
• The chairperson asks for a motion  
• Someone phrases the feeling of the meeting into a motion - e.g. "that this meeting agrees to 
buy a new TV by 30 June and agrees to spend no more than $500"  
• The chairperson asks for a seconder  
• Someone seconds the motion  
• The chairperson asks the meeting to vote on the motion, i.e. the "motion is put to the vote"  
• A majority vote wins - if there is a tied vote, the chairperson may have the final vote - check 
your organisation’s rules 
• The chairperson declares to the meeting the results of the vote and repeats exactly what has 
been decided  
• Some discussion follows as to who will buy the television, when a cheque will be available, 
and so on 
 
When this process has occurred, the minutes of the meeting should:  
 
• Record the motion exactly as worded - usually with proposer and seconder named  
• Record that the motion was agreed  
• Record who is going to buy the TV 
 
Remember that the decisions made by the group are the main outcomes of the meeting. Actions 
associated with the decision (who is going to do what, and when) should be clearly highlighted in 
the minutes so that people are reminded of what they agreed to do. The Secretary’s Handbook for 
Queensland Incorporated Associations provides detailed information on meeting formats, agendas 
and minutes as does the Associations Incorporation Manual. 
3.5.2 Group Consensus 
Group consensus is an alternative to the silent process. Consensus is a process of making group 
decisions without voting. A meeting can reach consensus without having all members of the group 
totally agreeing with each decision. The goal of consensus is to reach a decision, usually by going 
back and forward in discussion until agreement is reached. Because of this, it is not necessary for 
every person in the group to feel that a particular decision is the solution they most want, or even 
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think is best. Members may feel, however, that this is the best solution that can be reached at this 
time and under these circumstances. 
 
Consensus can be used effectively only when there is a common agreement to find solutions 
acceptable to the whole group. Before you use consensus, consider the following points  
 
• Your group needs to understand the process and agree to it. Remember, consensus is a 
process which is based on thoughtful discussion of ideas. It does not mean that the first or 
easiest solution wins.  
• The facilitator needs to have the ability to be both flexible and firm.  
• The group should have a high degree of common purpose.  
• People in the group should have commitment to the group rather than just to their personal 
agendas. 
 
A procedure for consensus decision making is as follows:  
 
• A proposal or idea is put to the meeting. 
• The facilitator clarifies that everyone understands what the proposal is . 
• Discussion and disagreements are encouraged. 
• Changes and alterations are worked out by the group if necessary. 
• The proposal (or altered proposal) is restated so everyone is clear what it is.  
• The facilitator tests for consensus by asking whether people agree with the proposal and, if 
so, the group plans how the idea will be put into action. 
• If there is disagreement, the group goes back and reworks the proposal, trying to find new 
solutions or compromises. 
 
3.6 THE ANNUAL GENERAL MEETING (AGM) 
The annual general meeting (AGM) is an important event for every organisation as it gives the 
ordinary members, the general public and the committee an opportunity to review the state of the 
organisation. A poorly prepared and conducted AGM can often cause difficulties for the coming 
year. It can fail to attract new members or office bearers for election or fail to motivate old 
members.  This can lead to the organisation losing its sense of purpose. Because of the number of 
participants, an AGM is usually a more formal meeting. 
 
If your organisation is incorporated under the Associations Incorporation Act, the committee needs 
to comply with certain requirements under this Act. Your constitution outlines these requirements, 
and you should be familiar with them. The AGM needs to be held at least once every 12 months and 
must be within 6 months of the close of the organisation's financial year. For an organisation 
incorporated under the Associations Incorporation Act the following process is usual. The 
Secretary’s Handbook for Queensland Incorporated Associations provides detailed information on 
AGMs as does the Associations Incorporation Manual. 
3.6.1 Preparation For The AGM 
The secretary usually takes responsibility for the detailed coordination of the AGM with the 
assistance of the chairperson and treasurer. 
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The treasurer will arrange to have the accounts prepared after the close of the financial year and 
forward them to the auditor. The auditor should be notified of the date of the AGM so that the 
accounts are returned on time. 
 
Normally, the financial statement for the year is available to the members before or, at the very 
least, at the AGM. Often these are forwarded to the members with the notice advising of the date of 
the AGM. 
 
Usually at least 14 days notice of the AGM needs to be given to all members, but in some cases the 
management committee can determine how this notice is to be given. For example, you can either 
write to all current members or place an advertisement in the newspaper, or both.  Notices in the 
local media of the meeting may encourage others to join and volunteer their services. 
 
Careful arrangements need to be made by the outgoing committee to have a successful AGM. 
Consider having a display of the organisation's activities during the year, invitations to local 
dignitaries, inviting a special guest speaker, and approaching people to stand as office bearers and 
committee members prior to the meeting. 
3.6.2  Holding Of The AGM 
There are some similarities and some differences between the way an Annual General Meeting and 
a general (ordinary, monthly) meeting are conducted. The main differences are:  
 
• The minutes that are confirmed are those of the previous AGM, that is one year ago  
• If the chairperson is standing for re-election to any position on the committee, then the 
chairperson should vacate the chair and another person, who is not intending to stand for the 
committee, should conduct the election of new office bearers. (The election can take place 
by a show of hands or by secret ballot.) 
 
A typical agenda for the AGM might include:  
 
• Welcome by chairperson  
• Apologies  
• Confirmation of minutes of the previous AGM  
• Business arising from the minutes  
• Correspondence  
• Chairperson's report  
• Treasurer's report and presentation of audited financial statement  
• Chairperson stands aside if required  
• Election of Office Bearers  
• General business  
• Guest speaker  
• Date of next meeting 
• Close and refreshments 
3.6.3 Tasks After The AGM 
The Office of Consumer Affairs needs to be advised within one month, if a new secretary, president 
or treasurer has been appointed. 
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The secretary is required to lodge with the Office of Consumer Affairs the audited financial 
statement (which is the annual return of the members of the management committee) and a return 
fee, within one month of the AGM. 
 
The outgoing officers should hand over all documents and attend to any changes such as alteration 
of bank signatories or changed details of committee members. 
 
3.7 MAINTAINING YOUR COMMITTEE 
 
Most people need a degree of personal satisfaction and appreciation of their involvement in the 
group to remain involved in a committee. Members of any group will usually welcome praise and 
appreciation for their efforts. Most will be volunteers and the material in Chapter 5 “Volunteers” 
may assist you in maintaining your committee. 
 
Other ways to support and build your committee include: 
 
• Providing social contact through group social activities, either before or after a meeting, or 
on separate occasions away from the usual meeting venue. 
• Providing news on the continued progress of the organisation through an interesting 
newsletter or by telephone. 
• Arranging tasks or projects which suit peoples' skills or their ability to learn.  
• Giving support for learning new roles. For example, an established committee member 
could be delegated to look after the new member for the first few meetings and to explain 
how things work and to answer any questions. 
 
Remember, involvement generates interest and people need to feel included in the group's affairs to 
remain a member. If you treat people as outsiders, they will be. 
 
The first committee of an organisation has an advantage over all later committees because there is a 
clear and obvious job to do. Try to plan ahead your first year's activities. Decide on your aims - who 
you want to reach, what you want to do, and how you want to go about doing it. In the beginning, 
try to pick fairly easy things to do while you develop some experience and your organisation 
becomes established. Try not to work on too many things at the one time as your committee's 
energy could be stretched to breaking point. 
 
Organisations often run into trouble after the end of their first or second year. Sometimes the 
trouble is that the organisation has developed from a concern about a problem, but its members 
have different ideas when developing solutions. New members may see things differently from the 
founding members and this can lead to disagreements. The initial enthusiasm which led to the 
development of the organisation wanes as members battle with the everyday reality of keeping the 
organisation running. A planning session can help you get a clearer idea of what you want to 
achieve. Chapter 7 may also be helpful to review. 
 
Good procedures in the handover from the old to the new committee are important so that the 
incoming committee can benefit from the experience of the previous one. 
 
An induction process should be available to all committee members and some suggested handover 
procedures include: 
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• Prior to the election of the new committee, prospective committee members and office 
bearers are given clear information on what their role involves 
• Each new office bearer should have a meeting with the previous office bearer and also 
receive a copy of their role description to find out important information and details about 
current projects  
• Set up an information session about the work of the organisation and role of the committee, 
attended by members of the old committee, the new committee and the workers 
3.7.1 Controlling The Misuse Of Authority 
All management structures are open to the possibility of intentional or unintentional misuse of 
authority and power. For an organisation to function effectively, it is important that members (and 
other people involved) are aware of appropriate uses of authority so that they can identify its misuse 
and take steps to deal with it, as necessary. 
 
Consider some of the ways people exert and hold power in organisations:  
 
• They hold onto information in order to hold knowledge others do not have. This often 
means that they are more likely to be listened to and agreed with. 
• People accumulate responsibility over time and start to become indispensable. They are the 
only people able to do certain things and therefore other people listen and follow what they 
have to say. 
• People assume the right to tell other people what to do. This can be attributed to the 
traditional power relationships in our society and has much to do with a person's "position" 
within the organisation. For example, the chairperson tells the coordinator what to do, the 
coordinator tells the staff what to do, the staff tell clients what to do, etc. 
• There are hidden power relationships such as the older person assuming the right to tell the 
younger one what to do, the Anglo-Australian worker telling the worker from a non-English 
speaking background what to do, and the one with the most experience telling others with 
less experience what to do. 
• People play power games. Power games may include manipulating, being bossy, being 
stubborn, throwing tantrums, sulking, or using emotional blackmail. 
• Without being consciously aware of it, groups sometimes develop structures and rules that 
maintain the existing power structure. These structures and rules are never explained to 
other people. New members in organisations are magically expected to understand the 
meeting procedures, sub-committees and hierarchy. 
 
To overcome some of these problems, there are ways to encourage greater participation and 
equality. These include:  
 
• Creating times, places, methods and opportunities which are specifically for the sharing of 
information. You could set aside time at meetings to exchange information or even have 
special information meetings. Another way is to develop background briefing reports on 
difficult issues before decisions are made. If you can develop a culture which requires 
written reports, then it is more difficult to retain, hide or control information.  
• Developing kits for new workers or management committee members including the history 
of the organisation, funding, role descriptions for staff and management committee 
members, aims, philosophy, policies and so on.  
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• Establishing a "How To Do Things" or "Procedures" file where information on how to do 
things can be written down and kept. Include everything from how to do a referral, to 
locking the doors and windows.  
• Making information accessible and easy to read. Let everyone know where it is kept.  
• Making sure everything is recorded.  Use task sheets listing who will do what and when. 
Plan and use diaries for the whole organisation so that everyone knows what everyone else 
is doing.  
• Ensuring that positions are rotated or have a limited term of office. This could be written 
into your constitution. Prepare people to take over in the future by giving them the 
opportunity to act in a "vice" or "deputy" position. These strategies assist in preventing your 
organisation becoming a closed system which has no new office bearers or ideas.  
• Scheduling staff training so people learn new skills. Include a requirement for training 
participation in people's job descriptions.  
• Delegating jobs to a sub committee, e.g., the treasurer can work with a finance sub-
committee. This helps demystify the knowledge of the "expert" and leaves less of a gap 
when they leave. 
• Using procedures at meetings which help people participate. Devise an agenda that everyone 
agrees on or regularly have a 'round robin' where everyone has a say. Don't forget that 
breaking into small groups shares information and helps decision making too. Whatever you 
decide to do, make sure everyone understands the rules and structures you decide to use. 
 
3.8 USFEUL RESOURCES 
“Meetings, Bloody Meetings” - 30 minute video and booklet on how to run a meeting, featuring 
John Cleese. 
 
“The Australian Guide to Chairing Meetings” by M Puregger, 1998, www.uqp.uq.edu.au.  
“Incorporated Associations Manual” published by Caxton Legal Centre, Update No. 11, Brisbane, 
http://www.caxton.org.au/publications.html. 
 
“The Secretary’s Handbook for Queensland Incorporated Associations” by Myles McGregor-
Lowndes, Centre of Philanthropy and Nonprofit Studies QUT, Brisbane, QLD, 
http://cpns.bus.qut.edu.au/publications. 
 
“Legal Issues for Non-profit Associations” edited by Myles McGregor-Lowndes, Keith Fletcher 
and A S Sievers, 1996, LBC Information Services, www.lawbookco.com.au. 
 
“Associations and Club Law in Australia and New Zealand” A S Seivers, 1996, Federation Press, 
Sydney, http://www.federationpress.com.au. 
 
“Managing a Community Organisation in Australia”, 4th Edition, Leslie Gevers, Community 
Management Services, Fremantle, 2003, http://www.ggj.biz. 
Chapter 4 - Employing People 
4.1 Recruitment of Staff 
Updated March 2006.  
 
  
If your organisation employs staff it will be important that you have sound selection 
procedures in place. The following broad principles provide a guide to staff recruitment 
processes:  
• Job applicants should be assessed on merit, ability, skills and experience  
• English language ability should be assessed fairly against the requirements of the 
job - remember, ability to speak a language other than English can be an 
advantage  
• The required experience and qualifications should be directly related to the tasks 
and duties of a position  
• The organisation should strive continuously to be an Equal Opportunity Employer  
• Non-discriminatory language should be used in reference to all positions - involves 
avoiding reference to characteristics such as ethnicity, gender and age (unless a 
characteristic is essential to doing the job properly)  
The following section describes the steps you should go through in selecting and employing 
staff. 
4.1.1 Clarify The Need For The Position 
If your organisation has been operating for some time and a position becomes vacant it 
may be a good time to review the purpose of the position. Consider the following 
questions:  
• Has the need for the service changed in any way?  
• Has the organisation changed in any way or are there plans for change?  
• Has the role of the worker changed over time?  
• Is the job description accurate and realistic?  
It is often valuable to include workers and management in this review process and, if 
possible, to include the worker who is leaving. It may also be appropriate to involve some 
of the consumers of your services in this process. 
4.1.2 Develop A Position Description 
After clarifying the role of the position, you should develop a clear and concise position 
description to provide to applicants. 
Position descriptions need to describe the broad duties expected of an employee and 
describe the criteria for meeting the requirements of the position. Do not include selection 
criteria which would exclude applicants on the basis of characteristics such as sex, 
ethnicity, cultural identity or disability, unless there are legitimate grounds. As a guide, 
each position description should contain the following information: 
• Position title, location, range and grade or level of pay  
• An overview of the main purpose of the job, possibly including a description of the 
function of the organisation  
• The lines of reporting relationships and supervision within the organisation, e.g. 
the position description might state that monthly reports will be required, or that 
the worker will be required to attend interagency meetings  
• A list of selection criteria describing the skills and experience considered necessary 
to perform the job  
• Contact details for further information  
• The address where the application is to be forwarded  
4.1.3 Advertise 
The best way to attract a wide range of applicants for a job is to advertise where job-
seekers may be looking. This could include newspapers, notice boards, Centrelink, colleges 
and professional journals. 
  
There are two approaches to advertising. If you are sure about the type of skills and 
abilities you expect from the worker, and you are confident that there is a large enough 
pool of people who will apply for the position, then it makes sense to have an 
advertisement which is quite specific, and which encourages only those people who clearly 
meet the criteria to apply. This cuts down on the work involved for your organisation in 
processing applications and limits the number of unsuccessful candidates. 
  
However, if you are not sure about what type of person you want to fill the position, or if 
you doubt that there will be many people to choose between, then it can be of value to 
write the advertisement in very general terms. This will increase the pool of people 
available for you to choose from. 
  
All advertisements should include:  
  
• Contact numbers for further information and/or job description  
• The job title  
• The name of your organisation and a brief description of the services it offers  
• A description of the position  
• The qualities essential and desirable in the applicant  
• The required hours of work: full time, part time or casual  
• The salary  
• The closing date  
• An address for written applications  
Don't forget that ‘word of mouth’ is often effective, but selection of the successful applicant 
should always be based on merit. A selection process based purely on recommendations 
from ‘a friend on the committee’ or ’old school mates’ are not a fair way of selecting people 
and may reflect adversely on the organization. 
4.1.4 Shortlist 
After receiving all the applications, a list needs to be developed of those applicants who 
will be interviewed. This list of people to be interviewed is often called a shortlist. It is 
important to decide who will be involved in this short listing process. The management 
committee, sub-committees, external representatives such as funder or client and staff 
could be involved as they all have to work with the new person and have different 
understandings of the job requirements.  
Shortlisting helps eliminate bias in a structured way. One approach to shortlisting is set 
out below:  
• Rate each of the selection criteria on a scale of 1-5, based on how important each 
of these is to the overall job, e.g. if you have five different selection criteria, you 
may rate one as essential (rating 5); three as almost essential (rating 4); and the 
other as comparatively least important (rating 2).  
• Award a score on how well the application meets each of the selection criteria - if 
an application is good on a rating 2 point, but poor on a more important rating 5 
point, that application would be rejected; while an application that is strong on a 
rating 5 point and poor on a rating 2 may be retained.  
• Numerically rate all applications by multiplying the rating value (1-5) by a score of 
(1-10), based on the quality of response to the criterion, e.g. if selection criterion 
A was rated as level 3 importance and the applicant provided a very good response 
which you rated as a score of 9, the overall score would be 9 x 3 = 27 (and so on 
for each criterion).  
• Copy the applications and provide them to all the people involved in shortlisting - 
give people time to read the applications properly, preferably working 
independently rather than as a group.  
• Combine the scores of each of the members of the selection panel and ask the top 
four or so applicants to come for a personal interview.  
There could be several reasons for large differences between the scores which members of 
the selection panel have given for an applicant's selection criteria. It may be that one 
panel member has misinterpreted what he or she has read, or that different panel 
members place different levels of significance on the information in the application. It is 
important to discuss an application in more detail; numerical ratings should act as a guide 
only. The final decision on who to interview needs to be made on a full appreciation of the 
application. 
4.1.5 Interview Preparation 
There should be enough people on the interview panel to make an appropriate and fair 
selection. However, if the panel is too large, this may be intimidating for applicants.  
  
The interview panel will ideally include:  
• Representatives from management and staff  
• A mix of sexes, ages or cultural backgrounds, if appropriate  
In some cases you may consider involving a person from outside your organisation on the 
interview panel. Interviewing requires panel members to have a knowledge of your 
organisation's role and an understanding of the duties of the job. To assist them with this, 
provide each interviewer with a copy of the job description, a copy of each application and 
details of employment conditions such as wages and hours. The panel should develop 
questions which relate to the job description and the qualities you are seeking.  
  
Plan the interviews to allow approximately 30-40 minutes for each interview with a break 
of 10-15 minutes between each applicant. Decide who will meet the applicants and 
introduce the panel, and who will ask what questions. 
  
A similar format to that described previously for the shortlisting process may be used to 
score the performance of candidates at the completion of interviews. 
4.1.6 Interviewing 
To be fair in your interviews, plan the process well and apply a standard format to each 
individual applicant. Points worth considering in conducting interviews include:  
• Ensuring that the space you intend to use is quiet, private, well lit and well 
ventilated.  
• Checking the seating arrangements to ensure everyone can see each other and is 
comfortable - sometimes a desk intimidates people and it may be preferable to use 
a coffee table with comfortable chairs.  
• A panel member welcoming each applicant, introducing the panel members and 
making a short standard statement about the intended format of the interview.  
• Being sensitive to the applicants' needs - have a glass of water available, take time 
to speak clearly and allow applicants time to answer your questions fully.  
• Asking your prepared questions in the same way for each applicant allows you to 
judge the responses more fairly. If English is not the first language of the 
applicant, be careful to explain questions when necessary. Similarly be prepared to 
use other types of communication for people with auditory disabilities.  
• Ask open ended questions - those that start with “what”, “how”, or “why”, usually 
allows applicants the best chance to tell you about themselves and their 
experiences.  
• Allow the applicant to ask questions.  
  
It is also important that your behaviour as an interviewer is fair and non-discriminatory. 
Use language which is non-sexist, avoid comments or questions which are not relevant to 
the duties described in the job description and be wary of assumptions or stereotypes 
commonly held about particular groups. In addition don't assume that a lack of facilities, 
such as proper access, means that you can't employ people with disabilities. There may be 
short-term creative solutions to such issues, while longer term renovation options are 
considered. 
  
Failure to conduct any part of your employment process in a fair and equitable way may 
leave your organisation open to appeals, grievances or discrimination claims. 
4.1.7 Selection 
The final selection decision is based on a consideration of all available information about 
each interviewee in terms of the selection criteria. This information includes the written 
notes and scores of the panel, the application of each candidate and contact with referees. 
Sometimes a second interview is necessary to finalise the selection decision. Once a 
decision has been reached but before contacting the unsuccessful applicants, check that 
the successful applicant is still interested in your position, is content with the salary and 
other employment conditions and can give you a firm starting date. When the position has 
been accepted, a letter of appointment should be written to the successful applicant. This 
letter should include details of the position, starting date, wages, conditions, and a 
contract if appropriate. 
  
It is good practice to write to all unsuccessful applicants, thanking them for their 
application. 
  
New workers often need time and assistance to adapt to their new position. They need to 
understand policies, management structure, how decisions are made, the background and 
history of the organisation, how funding works, and so on. It is a good idea to prepare a 
package of this information, and any other useful documents, to give to the new worker.  
  
Make sure you show the newcomer how things are done, including the simple things that 
may be taken for granted, such as how the answering machine works and where coffee 
mugs are kept. Someone should be available to answer questions - it can be a good idea 
to assign a `buddy' to the new worker for this purpose. 
  
If more than one employee is starting, organise a special program of training. This could 
also be attended by new members of the management committee or volunteers, 
particularly if the training deals with the history, funding and policies of the organisation. 
 
4.2 Employment Issues 
Updated March 2006  
 
 
An organisation which employs staff has legal obligations towards its employees. 
Management committees of community-based organisations are responsible for providing 
their organisation's employees with clear terms and conditions of employment. The 
organisation has to demonstrate that it is acting in accordance with Federal and 
Queensland legislation. It is not possible to list every aspect of these legal obligations, but 
the following points may assist recognising some of these legal accountability 
requirements. 
4.2.1 Terms of Employment 
Federal legislation 
In late 2005, the Federal Workplace Relations Amendment (Work Choices) Act 2005 
(Work Choices) came into force. Work Choices amends the Federal Workplace Relations 
Act 1996. As of January 2006, the bulk of the Work Choices amendments have not 
commenced, but are expected to do so in the early part of 2006. The Work Choices 
amendments have brought about significant changes to the way in which terms and 
conditions of employment are regulated. 
Constitutional corporations 
Organisations which are corporations and which are foreign, or are trading or financial 
corporations will have to comply with the Work Choices amendments. The courts have said 
that corporations established for public services may be trading corporations. A corporation 
will be a trading or financial corporation if its trading or financial activities are substantial. 
A court has decided in one case that a corporation's activities were substantial, even 
though those activities only constituted approximately 4% of the corporation's income. In 
order to determine whether you will have to comply with the Work Choices amendments, 
you should seek legal advice to determine whether your organisation is a corporation and 
then whether it may be a trading, financial or foreign corporation. 
Even if your organisation is not a constitutional corporation, it may still be subject to 
certain aspects of Work Choices for a transitional period of up to 5 years if your 
organisation is a respondent to a federal award or party to a federal agreement as at the 
date Work Choices commences. The transitional arrangements are discussed in further 
detail below.  
Australian Fair Pay and Commission Standard 
Under Work Choices, minimum entitlements of employees will be established by the 
Australian Fair Pay and Conditions Standard (FPCS). The FPCS will set out minimum 
entitlements relating to wage rates and casual loadings, ordinary hours of work, annual 
leave, personal leave, parental leave and related entitlements.  
Awards 
It is expected that the role of awards will gradually reduce over time as a result of the 
introduction of the Work Choices amendments. However, they currently still have a role to 
play in setting minimum safety net entitlements for employees.  
As an award only sets out minimum conditions, employers and employees may agree to 
"above award" conditions.  
  
State awards generally apply to a particular type of work and apply to any employees who 
do that sort of work in Queensland. Before the commencement of Work Choices, Federal 
awards only applied to particular nominated employers ("respondents"). After Work 
Choices commences, Federal awards may also apply to employers in a specified class. Only 
constitutional corporations will be subject to Federal awards. If your organisation is not a 
constitutional corporation it cannot and will not be subject to a Federal award, except 
during the transitional period if it was respondent to a Federal award at the time Work 
Choices commences. 
  
The Queensland Industrial Relations Commission (QIRC) is responsible for the creation, 
maintenance, and updating of all relevant State awards in Queensland. The Australian 
Industrial Relations Commission (AIRC) has a similar responsibility for Federal awards. 
  
The award which currently has the most impact upon the employment of staff within the 
community sector is the Federal Social and Community Services (Queensland) Award 2001 
(SACS Award). There are however, other awards that are specific to particular areas of the 
community service sector, including the Federal Community Employment, Training and 
Support Services Award 1999, the Federal Crisis Assistance, Supported Housing Award 
2002 and the Federal Crisis Assistance, Supported Housing (Queensland) Award 1999. 
  
As a result of Work Choices, these awards will be simplified and rationalised in the future. 
It remains to be seen what the awards will look like upon completion of this process. 
  
SACS Award  
  
The SACS Award (Clause 6.1) covers workers in organisations which aim to "aid 
individuals, groups or communities to attain satisfying standards of life and through 
activities that improve personal and social relationships". Not every area of employment is 
covered by this award. You should investigate the award appropriate for staff such as 
cleaners, computer operators or maintenance persons who you employ. The SACS Award 
only binds those employers who have been "roped in" by order of the AIRC and are listed 
in the respondency list at the back of the award. If your organisation is a constitutional 
corporation, it will continue to be bound by the SACS Award after Work Choices 
commences. If your organisation is not a constitutional corporation but is a respondent to 
the SACS Award it will continue to be bound by the SACS Award during the transitional 5 
year period or until it enters into a State agreement.  
  
Workplace Agreements 
There are a number of different types of agreements which regulate wages and conditions. 
Individual agreements between an employee and an employer (called "Australian 
Workplace Agreements" under the Federal Workplace Relations Act 1996) may be entered 
into. Collective agreements may also be made between employees and/or relevant unions 
and an employer. (These have previously been known as "certified agreements"). Work 
Choices refers to both collective agreements and Australian Workplace Agreements as 
"workplace agreements". In Queensland, a collective agreement may vary the 
arrangements contained in a State award provided it does not disadvantage employees 
when measured against the award as a whole. There is no such requirement in the 
Workplace Relations Act 1996 as a result of Work Choices. However, workplace 
agreements under the Federal Workplace Relations Act 1996 must comply with the FPCS. 
In Queensland, certified agreements are certified by the QIRC. Federal workplace 
agreements come into operation when they are lodged with the Office of the Employment 
Advocate. 
Employment Contracts 
Whether or not the employment is covered by the FPCS, an award or certified agreement, 
written employment contracts represent good employment practice. Verbal agreements 
and letters of appointment are usually not comprehensive enough. It is recommended that 
prior to attempting to develop your own contracts, you should become familiar with the 
legal issues involved, and consider carefully the importance of offering stable, secure 
employment to each of your employees. 
  
Employment contracts set out the expectations, rights and obligations of both the 
employer and employee, and must comply with the requirements of all State and Federal 
legislation as well as the terms of any award or certified agreement that applies. Contracts 
may cover many of the same provisions as an award as well as including references to say, 
work use of private vehicles and telephones. 
  
Employment contracts are negotiated between the employer and each worker at the time 
employment is offered. Each worker should be given the opportunity to negotiate for 
changes to the contract. Unless otherwise specified in a contract, hours of work, wages 
and conditions can be renegotiated at any time, and a new contract prepared. 
  
When signed by both the employer and the employee, these contracts may be enforced in 
the Magistrates Court or by the QIRC or AIRC. 
  
Transitional arrangements 
As a result of Work Choices, the Federal Workplace Relations Act 1996 will apply to a wider 
group of employers than previously covered by Federal legislation. For this reason, 
transitional arrangements have been put in place to deal with existing Federal and State 
employment arrangements. There are a number of different categories of employers who 
will be affected by the transitional arrangements. The transitional arrangements for each 
category are discussed below. 
• Employers who are constitutional corporations and who are respondents to a 
federal award: The Federal award will be simplified and rationalised. It will also be 
subject to the FPCS where the FPCS has a more generous entitlement.  
• Employers who are constitutional corporations and who are party to a Federal 
certified agreement prior to the commencement of Work Choices: The Federal 
certified agreement (Pre-Reform Certified Agreement) will continue to operate 
unless certain events occur. You should seek legal advice about what these events 
are. The FPCS does not override a Pre Reform Certified Agreement.  
• Employers who are constitutional corporations and who are covered by a 
Queensland award: The award will be called a "Notional Agreement Preserving 
State Awards" (NAPSA). The terms of the NAPSA will continue to apply with some 
amendments. NAPSAs are subject to the FPCS. A NAPSA will lapse after 3 years or 
will be terminated if a Federal workplace agreement is entered into or an employee 
becomes bound by a Federal award.  
• Employers who are constitutional corporations and who are party to a Queensland 
certified agreement: The certified agreement will be called a "Preserved Collective 
State Agreement". The terms of the Preserved Collective State Agreement will 
continue to apply, with some amendments. The FPCS does not override a 
Preserved Collective State Agreement. A Preserved Collective State Agreement 
may be replaced at any time by a Federal workplace agreement.  
• Employers who are not constitutional corporations and who are bound by a 
Queensland award or party to a Queensland certified agreement: There will be no 
change to your employment arrangements because of Work Choices.  
• Employers who are not constitutional corporations and who are a respondent to a 
Federal award prior to the commencement of Work Choices: The award you are 
respondent to will become a "transitional award". It may be that certain terms of 
the transitional award will cease to have effect when Work Choices commences. 
The transitional award will only bind unions and their members who were bound by 
the award prior to the commencement of Work Choices. Transitional awards are 
regulated by the Australian Industrial Relations Commission and are not subject to 
the FPCS. Transitional awards will lapse after 5 years from the date Work Choices 
commences or when a Queensland agreement is entered into.  
• Employers who are not constitutional corporations and who are party to a Federal 
certified agreement prior to the commencement of Work Choices: The certified 
agreement you are party to will be called a "Pre Reform Certified Agreement". 
Federal legislation will apply in relation to the Pre Reform Certified Agreement. It 
will not be subject to the FPCS. The Pre Reform Certified Agreement will lapse after 
5 years or terminate when a Queensland agreement is entered into.  
You should seek legal advice to determine the status of your employment arrangements 
and to ensure that you are complying with your legal obligations. 
4.2.2 Employees’ Rights 
Union membership 
  
Every employee has the right to be a member of any Federal or State union which holds 
registration in relation to their area of employment. Under both the Queensland Industrial 
Relations Act 1999 and the Federal Workplace Relations Act 1996 an employer cannot, 
amongst other things, refuse employment or dismiss an employee on the grounds that the 
employee is, or is not, a member of a union. 
  
Working hours and sick leave  
  
  
The employer's obligation to pay wages arises on the completion of the agreed period of 
service. That means if an employee is engaged on a weekly hiring, they are paid on the 
completion of a week's work. However, if an employee dies, or resigns giving sufficient 
notice before the agreed period of service, they would still have a proportional entitlement 
for the period worked. 
  
Where an employer is required by the FPCS, an award, certified agreement or Australian 
Workplace Agreement to pay an amount to an employee or to pay an amount to a 
superannuation fund on behalf of an employee, the Federal Workplace Relations Act 1996 
allows employees to recover any unpaid wages from the employer within 6 years after the 
employer was required to make the payment to the employee or fund. Under the 
Queensland Industrial Relations Act 1999 unpaid wages can be recovered upon application 
to an Industrial Magistrate or to the QIRC within six years after the wages became 
payable. In the Federal jurisdiction action may be taken in a Magistrate's Court or any 
State Court prescribed by the regulations.  
  
Where the FPCS applies, the maximum number of ordinary hours an employee may work 
in a week is 38. However, an employer may require an employee to work reasonable 
additional hours.  
Otherwise, the number of hours which an employee must work is specified in whichever 
award or certified agreement is applicable to their position. Where there is no award and 
the FPCS does not apply, the number of hours to be worked should be agreed by both 
parties and should be specified in the employment contract. However, notice should be 
taken by the employer of the hours the Queensland Industrial Relations Act 1999 
prescribes and the standards prescribed in the FPCS, awards and certified agreements. 
Where the FPCS applies, employees are entitled to 10 days paid personal leave each year. 
This includes sick leave and carer's leave. Employees are also entitled to an additional two 
(2) days unpaid carer's leave if their personal leave has been exhausted. Where the 
Queensland Industrial Relations Act 1999 applies, an employee is entitled to eight (8) days 
sick leave on full pay per year. 
  
Awards or certified agreements may also specify an employee's entitlement to sick pay. 
For employees not covered by an award, the employment contract should include sick 
leave provisions. The FPCS and Queensland Industrial Relations Act 1999 are useful 
benchmarks.  
  
Annual leave 
  
Where the FPCS applies, employees are entitled to four weeks paid annual leave each 
year. Two weeks are able to be cashed out by the employee. 
  
Otherwise, awards and certified agreements will usually specify the extent of an 
employee's entitlement to annual leave. If there is no award or agreement or the FPCS 
does not apply to a position, an employment contract should specify the number of weeks 
comprising annual leave. Where the Queensland Industrial Relations Act 1999 applies, an 
employee is entitled to 4 weeks annual leave at the end of each year of employment. Most 
awards provide four weeks leave plus "leave loading". Employees who cease employment 
before taking their accrued annual leave are entitled to be paid out a proportionate 
entitlement to annual leave which is based on the number of weeks of service. 
Public holidays 
  
Under the Queensland Industrial Relations Act 1999 Queensland employees are entitled to 
payment for public holidays if they fall on a normal working day, regardless of whether the 
employee actually works on the public holiday. Most awards provide that if the employee 
works on a public holiday they are entitled to be paid at a higher rate than their ordinary 
rate of pay.  
Superannuation and long service leave 
  
Federal superannuation legislation requires that all employers pay superannuation for all 
employees. The rate payable may vary from organisation to organisation and from 
employee to employee. Employees are entitled to choose their preferred superannuation 
fund unless an award provides otherwise.  
  
The Queensland Industrial Relations Act 1999 guarantees to all employees, even those not 
covered by awards, a minimum long service leave entitlement. The minimum is 8.6667 
weeks for the first 10 years continuous service. A pro-rata number of weeks long service 
leave must be paid if employment is terminated (generally for reasons other than the 
employee's conduct, capacity or performance) after 7 years continuous service with the 
one employer. The entitlement to long service leave under the Queensland Industrial 
Relations Act 1999 is not affected by Work Choices. 
  
Parental leave 
  
The FPCS and Queensland Industrial Relations Act 1999 provide minimum entitlements to 
parental leave. Basically, parents are entitled to take a total of 12 months unpaid leave – 
to be divided between them. An employee who has completed parental leave is entitled to 
return to the same position he or she left to take leave. 
  
Awards and agreements may also make provision for parental leave. During the 
transitional period, whether or not the FPCS or the terms of the award or agreement will 
apply will depend on the status of the employer as a constitutional corporation and its 
employment arrangements. 
Casual employees 
The FPCS provides that casual employees are entitled to a loading added to the standard 
wage.  
  
Awards and agreements may also make provision for loading. During the transitional 
period, whether or not the FPCS or the terms of the award or agreement will apply will 
depend on the status of the employer as a constitutional corporation and its employment 
arrangements. Some awards also make provision for annual leave for casual employees. 
For casual employees not covered by the FPCS, an award or an agreement, the provision 
for a loading and any other provisions need to be written into the employment contract. 
  
Casual employees may have their employment terminated without notice. 
4.2.3 Staff Development 
To maintain a strong, motivated workforce, it is important to formulate a staff 
development policy. Some aspects that would be worth including are listed below: 
• A high priority should be the regular supervision of every member of staff by a 
senior worker, coordinator or an outside consultant. Supervision assists staff in 
maintaining the boundaries between their work and personal lives and provides a 
useful means of gaining other perspectives on the issues and challenges they face.  
• Training workshops, conferences and seminars are also a useful means of 
maintaining the skills of workers, providing new ideas and enabling workers to 
acquire a fresh perspective. Formal studies in areas related to an employee’s work 
are also useful in developing skills. If staff wish to undertake part-time studies the 
committee should regard these requests with sensitivity and flexibility, as such 
studies are valuable to the future effectiveness of your organisation.  
• Performance appraisal provides workers with the opportunity to check that they 
are meeting the requirements of their position. If the management committee is 
not skilled in performance appraisal, it should use its networks to seek out support. 
Regular worker assessments provide an opportunity for workers to assess their work in 
terms of their organisation's overall plan. They also allow managers to monitor the 
progress of employees, identify any problems, and make any required changes. As a result 
of this process, a worker's job description may need to be rewritten, a change made to 
their current work tasks, or an adjustment made to their salary. Results of these 
appraisals and assessments should be reported to the management committee. 
  
Accountability between the Management Committee and Employees  
  
Some of the things to consider in relation to accountability between employees and 
management committees are:  
  
• Accepting responsibility for negotiating acceptable work conditions, including job 
descriptions, employment contracts, good worker selection processes, grievance 
procedures and methods of dealing with complaints and disputes.  
• Committees developing clear written policies, sound staff management practices 
and being supportive and accessible to staff. Staff should be prepared to contribute 
to this process both initially and then in an ongoing developmental way to ensure 
that good practices continue.  
Employees are accountable to the organisation to perform the job they were employed to 
do. They stay accountable by participating in performance assessments and regular whole-
of-service evaluations. 
4.2.4 Discipline Procedures 
Discipline procedures specify the process to follow in the event of a dispute between the 
employee and the employer about the employee's performance. Discipline procedures 
attempt to protect the rights of both parties while ensuring that any grievances are aired 
and solutions put in place. 
  
Where an award is in place, the employer should follow the discipline or grievance 
procedure set out in the award prior to terminating a person's employment. Otherwise a 
procedure like the example set out below should be used. It is important to keep in mind 
that many disputes can be prevented by the development of clear employment policies, 
including a full and up-to-date job description and employment contract if appropriate. 
Despite these precautions, disputes can develop in any work situation for a wide variety of 
reasons.  
  
It is not always necessary to proceed through the whole process if the issue is resolved at 
any stage. Conversely, you may shorten the process if a person is to be dismissed quickly, 
for example, for reasons of gross misconduct.  
  
However, the process needs to be logical and clear, and generally known. It should also 
form part of any employment contract, usually as an appendix. 
  
Step 1  
  
• First Warning - Verbal - An employee should be told as soon as possible of any 
complaint concerning their work performance. Complaints must be specific and 
relate to the job as outlined in the job description. This excludes complaints such 
as: "She can't get along with us" or "He hasn't got commitment".  
• After verification of the facts from the employee and employer (or supervisor), the 
complaint should be discussed by the staff sub-committee or coordinator with the 
employee. An outline as to how the employee could improve his/her performance 
should be provided. The employee is entitled to have his/her nominated 
representative attend this discussion if desired.  
• A record of these discussions and any agreements or decisions reached in the 
meeting should be written down and signed by the employee for future reference if 
necessary.  
Step 2  
  
• Second Warning - Written - If the problem continues, the employee should be 
given written notice of the complaints against him/her. The matter should be 
discussed at a special meeting of the management committee. The employee 
should attend, have a right of reply and be able to discuss the complaints made 
against him/her. The employee is entitled to be represented at this meeting by a 
person of his/her choice, preferably by someone who is experienced in industrial 
relations or advocacy.  
• The aim of the meeting is to resolve the dispute. If this is not possible, the two 
parties should negotiate how the situation may be improved. For example, both 
the employee and the committee might undertake to do certain things or change 
certain things within a trial period. A review would take place after this trial period.  
Step 3  
  
• Final Warning - Written - If the problem still persists, another meeting of the 
management committee should be called and the employee should be given notice 
to attend. Again the employee has the right of reply, can discuss the situation, and 
is entitled to have representatives of his/her choice attend the meeting.  
• The matter should be fully discussed and further action may be considered. It is up 
to the two parties to negotiate what this action might be, but in any case the 
employee is given written notice being a "Final Written Warning".  
  
Step 4 
• Show cause letter – If the problem persists, a "show cause" letter may be 
addressed to the employee. This letter should detail the history of the performance 
matters and the allegations and findings against the employee. It should provide 
the employee with an opportunity to provide any explanation or excuse or 
otherwise show just cause as to why their employment should not be terminated. 
The employee is usually then given a time period within which to respond.  
Step 5  
  
• Termination of Employment - If the problem persists, or the response to the show 
cause letter is unsatisfactory, another special meeting of the management 
committee should be called and a decision made about whether employment of the 
employee should continue. The committee might wish to consider alternatives such 
as a final formal Dispute Resolution Meeting as a further attempt to resolve the 
problem. Alternatively, the management committee may, at this point, decide 
upon termination.  
• If dismissed, the employee should be provided with written notice of termination 
and given notice or payment in lieu of notice in accordance with the conditions 
specified in the relevant award, certified agreement or contract of employment. If 
there is no contract of employment, the employee should be provided with the 
minimum entitlements prescribed in the relevant legislation.  
As the area of industrial relations is changing rapidly, organisations are encouraged to 
check their legal position carefully in all employment matters. 
4.2.5 Termination Of Employment 
Notice 
The Queensland Industrial Relations Act 1999 requires employees to be provided with a 
specified minimum period of notice. Most awards also specify the period of notice which is 
required to terminate employment. The period of notice required to be given by either the 
employee or employer should be written into the employment contract. 
  
Employers may dismiss an employee instantly but must make payment of wages "in lieu" 
of the amount the employee would have earned, if he/she had worked during the notice 
period. 
  
Summary dismissal 
An employer has a common law right to summarily (without notice) dismiss an employee 
for serious misconduct. There is no fixed rule of law which outlines the degree of 
misconduct which justifies summary dismissal, but some awards state accepted grounds 
for this action. The Code of Conduct formulated by your organisation should provide 
guidelines as to grounds for summary dismissal.  
Unfair dismissal 
  
An employee who believes they are unfairly dismissed from employment by an employer 
(subject to some exceptions) may apply to the QIRC or AIRC for relief within 21 days, or 
such extended period as the Commission may permit. An application cannot be made if the 
employee's dismissal is subject to appeal or review under some other Act or law. Both the 
QIRC and AIRC have the power to order reinstatement of the employee to their original 
position, re-employment to another position, or payment of compensation. In cases of 
dismissal with proper notice, the Commissions may only exercise their powers to reinstate 
where they believe termination is harsh, unjust or unreasonable. 
4.2.6 Policies And Laws About Discrimination 
Federal and State legislation require employers to act in non-discriminatory ways. (It is 
important to note that "work" is widely defined in the legislation to include voluntary, part 
or full-time, and contract employment). Equal Employment Opportunity (EEO) principles 
ensure that everyone has an equal chance to seek and obtain employment and promotion. 
EEO also underpins selection procedures. Selection must be based on merit - applicants 
are assessed only on their relative ability to effectively do a job. 
  
One of the main purposes of EEO is to remove discrimination from the work environment. 
Discrimination in employment happens when a person is treated less favourably than 
another would be in similar circumstances, because of a characteristic which is irrelevant 
to the person's ability to do a job.  
  
Equal Employment Opportunity or affirmative action legislation is essentially proactive and 
designed to prevent incidents of discrimination. This legislation places the responsibility to 
ensure that discrimination does not occur squarely upon management of organisations 
which employ people. 
  
Four EEO target groups are identified in Federal and State legislation. These are:  
• Aboriginal and Torres Strait Islander people  
• People with a disability  
• Migrants whose first language is not English and their children  
• Women  
  
EEO policies and practices are particularly aimed at eliminating unjustifiable discrimination 
in employment for people in these groups. However, EEO has benefits for all people in an 
organisation (and for the people served by an organisation) as it ensures that staff are 
selected and/or promoted on merit.  
  
The Equal Opportunity for Women in the Workplace Act 1999, requires all employers 
throughout Australia with more than 100 staff to develop programs for women designed to 
ensure that action is taken to eliminate discrimination against women and that measures 
are taken to contribute to equal opportunity for women in relation to employment matters. 
These employers must provide reports on their programs and actions to the Equal 
Opportunity for Women in the Workplace Agency.  
  
Anti-discrimination legislation 
  
Anti-discrimination legislation enables a complaint to be lodged with a relevant body after 
an act of discrimination has occurred. The legislation has been in effect in Australia since 
the mid 1970s. The Queensland Anti-Discrimination Act 1992 prohibits discrimination in a 
range of areas, including employment, on the basis of any of the following attributes: 
  
• Sex  
• Relationship status  
• Pregnancy  
• Gender identity  
• Religious belief or activity  
• Political belief or activity  
• Trade union activity  
• Lawful sexual activity  
• Breastfeeding  
• Sexuality  
• Age  
• Race  
• Impairment  
• Family responsibilities  
• Association with, or relation to a person identified on the basis of any of the above 
attributes  
  
The Federal Government has also enacted anti-discrimination legislation, including the 
Racial Discrimination Act 1975, Sex Discrimination Act 1984, Human Rights and Equal 
Opportunity Act 1986 and the Disability Discrimination Act 1992. 
4.2.7 Discrimination In The Workplace 
Discrimination in the workplace can occur in direct and indirect ways. Direct discrimination 
occurs when a person with an attribute is treated less favourably than another person 
without the attribute in the same or similar circumstances. A person's motive for 
discriminating is irrelevant. The attribute may only be one of the reasons for the 
treatment. 
An example of direct discrimination is: 
  
A and B apply for a job. They are both Australian, but A is Anglo Saxon and B is Asian. The 
employer decides to give the job to A because "Asians can never speak English properly". 
Indirect discrimination occurs when a practice or policy which seems to be neutral tends to 
exclude people with an attribute in circumstances where people without the attribute can 
comply. The practice or policy is only unlawful if it is not reasonable in the circumstances.  
  
An example of indirect discrimination is: 
An employer's requirement for a particular level of education, before employing someone, 
may discriminate against particular groups or individuals, if the employer cannot show that 
the requirement is reasonable in the circumstances. The requirement may discriminate 
against, for example, older people who do not have the level of education, but have 
significant life experience and skills. 
4.2.8 The Anti-Discrimination Act And Community 
Organisations 
Three areas of activity which are covered in the Queensland Anti-Discrimination Act 1991 
are particularly relevant to community organisations. These are:  
  
• Work and work-related areas (this includes full time, part time, casual, permanent 
and temporary employment as well as students on work experience, persons 
working in a sheltered workshop and volunteers)  
• The administration of State laws and programs  
• The delivery of goods and services  
However, the Queensland Anti-Discrimination Act 1991 states that the prohibition against 
discriminating in the provision of goods and services does not include goods and services 
providers who are associations: 
  
• Established for social, literary, cultural, political, sporting, athletic, recreational, 
community service or any other similar lawful purpose  
• Which do not carry out their purposes for the purpose of making a profit  
The Queensland Anti-Discrimination Act 1991 provides that in certain circumstances it is 
not unlawful to discriminate where a "general exemption" applies. These general 
exemptions include:  
• Special welfare and equal opportunity measures that are not inconsistent with the 
provisions of the Act  
• Acts done in compliance with an order of a court, an existing provision of another 
Act, existing provisions of industrial agreements, existing orders or awards of 
industrial Courts or Tribunals, or an order of the Anti-Discrimination Tribunal  
• Acts reasonably taken to protect public health or workplace health and safety  
• Discrimination against a person subject to a legal incapacity if the incapacity is 
relevant to the situation  
The Anti-Discrimination Tribunal may grant an exemption to a person or class of people 
from the operation of a specific provision of the Act for a period not exceeding five (5) 
years. The Act also states that it is not unlawful to discriminate in relation to employment 
where other specific exemptions apply. These include:  
  
• Genuine occupational requirements for a position (for example, employment of 
women in an organisation that only services women)  
• Residential domestic arrangements (except on the basis of race)  
• Residential child care arrangements (except on the basis of race)  
• Work involving the care or instruction of children (however, it is only lawful to 
discriminate on the basis of lawful sexual activity or gender identity) - the 
employer would need to demonstrate that discrimination was reasonably necessary 
to protect the physical, psychological or emotional well-being of minors  
• Paying workers under 21 years of age according to the worker's age  
  
Reasonable adjustments’ should be made to the workplace to accommodate someone’s 
disability. 
  
Employers may not refuse to employ someone because of their disability if the job can be 
done by that person given application of the 'reasonable adjustment' principle. Reasonable 
adjustment could include physical adjustments to a building, rearrangement of office 
layout, swapping duties between jobs and provision of equipment. The individual person 
will generally know what he/she requires. 
  
If adjustments in the workplace would impose "unjustifiable hardship" on an organisation, 
it is not mandatory to employ the person. In assessing this, consideration should be given 
to the nature of the adjustment, its cost, the financial circumstances of the person, the 
disruption the adjustment might cause and the nature of any benefit or detriment to all 
concerned. 
  
Employers may be liable for their employees’ behaviour: 
  
Under the Queensland Anti-Discrimination Act 1991, an employer may be liable for their 
employees' behaviour which is in breach of the Act, unless the employer can establish that 
reasonable steps have been taken to avoid contravention of the Act. Such reasonable steps 
include developing and disseminating a policy on discrimination and educating staff about 
their rights and responsibilities in regard to discrimination. 
  
A requirement of the Anti-Discrimination Act is that complaints must be made in writing to 
the Anti-Discrimination Commissioner within one (1) year of the alleged contravention. 
Complaints are investigated with a view to resolving them through conciliation. If an 
agreement cannot be reached, the complaint may be referred to the Anti-Discrimination 
Tribunal for a public hearing. 
  
Further information in relation to other exemptions, unlawful conduct and provisions may 
be obtained from the Anti-Discrimination Commission at the following address:  
Level 1, RAMS House 
189 Coronation Drive (cnr Cribb Street) Milton  
P O Box 2122, Milton Q 4064 or Brisbane DX 44037 
Telephone: 1300 130 670; Fax: (07) 3247 0960 
4.2.9 Workplace Health And Safety 
The Workplace Health and Safety Act 1995 and its accompanying Regulation was 
introduced to prevent a person's death, injury or illness being caused by employment.  
  
Identify hazards 
  
A broad range of activities and working situations are covered by the Act and Regulation. 
One of the aims of the legislation is to encourage self regulation by employers towards the 
development of internal responsibility for health and safety systems and programs. In 
particular, this means that all employers must assume responsibility for identifying hazards 
arising from the activities of their organisation, assessing the risks that may result from 
those hazards and putting in place control measures to prevent or minimise those risks. 
Constant monitoring and reviews of those control measures are also necessary.  
Obligations under the Workplace Health and Safety Act 
  
Under the Workplace Health and Safety Act, a number of persons who have influence on 
health and safety activities at the workplace have obligations to ensure that workers and 
others are not exposed to health and safety risks. Significant penalties have been 
incorporated into the legislation to ensure compliance by all persons in the workplace. 
  
Employers are required to provide and maintain a working environment that is free from 
risk to the health and safety of their employees and members of the public. As an 
employing organisation, your obligations may include: 
• Ensuring your employees are not exposed to risks to their health and safety  
• Putting in place effective health and safety management practices which protect 
visitors to the workplace  
• Ensuring that all others who enter into your workplace, including volunteers, 
contractors and members of the public are not exposed to risks to their health and 
safety  
• Ensuring that access to and from the workplace, and plant and substances used at 
the workplace, do not pose a health or safety risk to persons who are not your 
employees but who are nevertheless working at the workplace - cleaning 
contractors or delivery drivers providing services at a workplace would fall into this 
category  
The Act places responsibility on employees to comply with their employer's instructions 
about workplace healthy and safety. Other people such as visitors, volunteers or 
contractors at the workplace, also have a legal obligation to comply with the directions for 
workplace health and safety given by the employer, e.g. a motorist driving a vehicle into a 
workplace has a duty to comply with any standards imposed by the organisation to ensure 
health and safety at the workplace. 
  
Suppliers or manufacturers of a plant (this includes machinery, equipment, appliances and 
tools) have a legal obligation to ensure that the plant is safe and without risk to health 
when used properly. Owners of plant must also ensure that the plant is maintained in a 
condition that ensures the plant is safe and without risk to health, when used properly.  
  
The Act also imposes obligations upon, amongst others, persons in control of workplaces, 
principal contractors, designers and installers of plant and designers of structures used as 
workplaces.  
Recording and notifying events 
  
The Regulation requires that a record of the particulars of every work injury, work caused 
illness or dangerous event that occurs in the workplace be documented within three (3) 
days of the event. The record must be made in the approved form. 
  
Employers and their senior staff in each workplace should be aware of this requirement to 
ensure that documentation is completed in the event of such injury, illness or dangerous 
event. All records are to be maintained at the workplace and must be made available for 
inspection by an Inspector from Workplace Health and Safety Queensland. 
  
The chief executive of the Department of Industrial Relations must be advised by the 
employer of every serious bodily injury, work caused illness or dangerous event that 
happens at the workplace. This notice must be provided to the chief executive within 24 
hours after the employer becomes aware of the event. The notice must be in the approved 
form. 
  
Employers and their senior staff in each workplace should be aware of this requirement 
and measures should be implemented to ensure that the documentation is completed in 
the event of a serious bodily injury. "Serious bodily injury" refers to an injury which causes 
death, loss of part of the injured person's body or loss of an organ or the injured person 
being absent from work for more than 4 days. 
  
Where the injury, illness or event causes death, immediate notice must be given to the 
chief executive. Furthermore, there must be no interference with the scene of the accident 
until permitted by an Inspector from Workplace Health and Safety Queensland or a police 
officer. However, it is acceptable to interfere with the scene where it is necessary to 
prevent further damage to property, injury to persons, or to save life or relieve suffering. 
  
Employee Participation in Workplace Health and Safety 
  
The self regulatory nature of the Workplace Health and Safety Act requires employee 
participation in the formulation, implementation and management of occupational health 
and safety issues. The legislation provides for the setting up of health and safety 
management structures at workplaces where employees and employee organisations may 
be actively involved in the management of health and safety. Such management structures 
may include the formation of a health and safety committee consisting of representatives 
from management, staff and unions. The functions of these committees may include:  
• Creating an active interest in health and safety in the workplace  
• Considering measures for training and education in health and safety  
• Advising staff on procedures relating to health and safety  
• Assisting in the resolution of issues regarding workplace health and safety  
  
The Act also makes provision for the appointment of Workplace Health and Safety Officers 
and Workplace Health and Safety Representatives. In certain industries, an employer must 
appoint a Workplace Health and Safety Officer if 30 or more workers are normally 
employed at the workplace. Workplace Health and Safety Representatives are elected by 
their co-workers. 
  
Enquiries regarding the application of the Workplace Health and Safety Act and the 
Regulation, including the supply of relevant forms, should be directed to Workplace Health 
and Safety Queensland on 1300 369 915 or go to www.whs.qld.gov.au. There are a 
number of offices in Queensland. Contact details can be obtained from the Department's 
website. 
 
 4.3 Useful Resources 
Updated March 2006  
 
  
Workplace Relations Act 1996 (Cth) 
Industrial Relations Act 1999 (Qld) 
Anti-Discrimination Act 1991 (Qld) 
Workplace Health and Safety Act 1995 (Qld) 
Workplace Health and Safety Regulation 1997 (Qld) 
Queensland legislation is available from: http://www.legislation.qld.gov.au 
SACS Award: http://www.wagenet.gov.au 
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CHAPTER 5 - VOLUNTEERS 
 
Contents 
 
5.1 Prepare For Volunteer Involvement 
5.2 Recruit And Select Volunteers  
5.3 Orientate And Train Volunteers 
5.4 Supervise And Support Volunteers 
5.5 Ongoing Development Of Your Volunteer Program 
5.6 Useful Resources 
 
This chapter provides information on developing and managing an effective volunteer program. 
Volunteers not only provide essential skills and time to a community organisation, they also bring 
fresh ideas, energies and can act as ambassadors for your organisation. This chapter details a six 
stage process for implementing a volunteer program.  
 
5.1 PREPARE FOR VOLUNTEER INVOLVEMENT 
It is important that you prepare your organisation for volunteers. Here are some initial questions 
which can help you plan your volunteer program:  
5.1.1 Reasons For Involving Volunteers And The Mutual Benefits   
• What is the key reason(s) for having a volunteer program? 
• What do volunteers offer? 
• What does the organisation offer volunteers? 
 
By asking these fundamental questions you can ensure that you engage and work with volunteers in 
accordance with your mission and in the most effective way possible.  
5.1.2 The Organisational Culture  
• What are the attitudes, beliefs and traditions that are fundamental to who you are as an 
organisation? 
• What impression and impact will your current staff and culture have on new volunteers? 
• What are your attitudes and beliefs in regards to volunteers? 
• How welcoming is your organisation? 
 
These attitudes and beliefs inform the way you work with volunteers. If the program is to be 
successful, it is critical that the organisational culture is welcoming and valuing of volunteers. 
5.1.3 Roles And Responsibilities   
• Where are the areas of potential jobs for volunteers? 
• Who will supervise and support the volunteers? 
• What jobs are appropriate for volunteers who may only work for one or two days a week? 
 
These questions will help you develop volunteer job roles and ensure that they have adequate 
supervision. It will also assist you in being realistic about how many volunteers you can supervise 
and support.  
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5.1.4 Resources for Community Involvement In Your Program  
• What resources (physical, financial and human) will you need within your organisation to 
sustain a healthy volunteer program? 
• Are you able to get ongoing funding to continue the program? 
• Have you identified leaders with adequate time to coordinate and support volunteers? 
 
Volunteer programs require substantial resources to be effective. You will need to consider 
resources such as physical space, resources to do the job as well as financial resources for 
everything from insurance to recognition events. Perhaps the least recognised resource requirement 
is that of time. 
5.1.5 Barriers to Community Involvement 
• What are the obstacles volunteers face that might prevent them from joining or working 
within your organisation? 
• If you have attempted to develop a volunteer program before and it has not been successful, 
why has this been so?  
• Can you develop strategies to overcome these issues? 
 
By examining barriers, we can develop strategies to overcome or address the most significant ones.  
 
Once you have considered these questions, you will need to decide how your program will work. 
The volunteer management system should provide a planned approach to how the volunteer 
program is to be managed and a means of determining whether the volunteer program is achieving 
what it was established to do. One model for developing your program can be seen in the National 
Standards for Involving Volunteers in Non-Profit Organisations. To examine these standards visit: 
http://www.volqld.org.au/education4b.html. 
 
Factors to be included in a volunteer management system: 
Policy and Procedure 
These should establish a commitment to the importance of volunteer participation. Most 
organisation policies will apply equally to volunteers. Additional policies may include: 
reimbursement of expenses such as travel; volunteer recognition; definition of a volunteer; 
insurance; scope of volunteer involvement; plus minimum and maximum time commitment. 
 
Record Systems 
It is essential that all volunteer programs have available an efficient way to collect, store and 
retrieve essential data and information about the program. It is essential that personal data about 
individual volunteers be maintained confidentially in whatever form it is stored. 
 
Appropriate Risk Management Processes 
Chapter 10 of this manual specifically covers risk management. There are also a range of risk 
management resources and information for those working with volunteers available at: 
http://www.volqld.org.au/insurance1.html. 
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5.2. RECRUIT AND SELECT VOLUNTEERS 
There are some simple fundamental truths about recruitment:  
 
• The most effective method of recruitment is word of mouth from current volunteers 
• No one volunteers unless they are asked 
• It is far more effective to retain a satisfied volunteer than to recruit a new one 
• One volunteer, who leaves after a poor experience, will do more damage than the good done 
by ten excellent recruitment campaigns 
 
There are six stages to the recruitment and selection process: 
 
5.2.1   Develop volunteer roles 
5.2.2   Write the volunteer job description 
5.2.3   Develop your message and advertise 
5.2.4   Interview 
5.2.5   Selection  
5.2.6   Screening 
 
5.2.1 Develop Volunteer Roles 
The first step in recruitment is to develop volunteer roles. Consider the following issues: 
 
• Clarifying what it is the volunteer will be expected to achieve 
• Identifying the boundaries of the volunteer role 
• Identifying and preparing supervisors for the role 
• Developing effective communication processes around the role 
• Establishing a suitable place of work for the volunteer 
• Identifying and obtaining necessary resources to enable the volunteer to fulfil the role 
• Ensuring relevant work is available for the volunteers to do 
• Developing suitable support mechanisms for the volunteers and the role 
• Identifying and implementing appropriate supervision 
 
5.2.2  Write The Volunteer Job Description 
Once the volunteer roles have been identified, you need to develop volunteer position descriptions. 
Volunteer position descriptions are essential in defining the role of the volunteer in the organisation. 
They provide a clear process of communicating to the volunteer what the expectations and 
responsibilities of the role are and set the parameters and boundaries in which the volunteer is 
expected to work, in order to maximise their skills, knowledge and abilities. 
 
As a guide, position descriptions should include the following elements: 
 
• Title of the role: What is the actual name of the position? (e.g. volunteer lifeguard, 
interpretive guide, receptionist) 
• The need for the role: What is the purpose of this role? Why does this job need to be done? 
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• Time commitment: How much time and over what periods is the volunteer required to 
undertake this position? 
• Reporting/supervision: Who will directly support the volunteer and who will the volunteer 
be accountable to? Who will the volunteer report to? Who will the volunteer work with? 
• Details of duties/activities: What are the specific tasks, functions and key areas of 
responsibility of the role? 
• Selection criteria:  What skills, knowledge abilities or qualities are required or desirable to 
undertake this position? Do they need a special qualification, license, suitability notice to 
undertake the role? 
• Benefits of the role: What skills can the volunteer gain from undertaking this role? 
• Training/education opportunities: ‘Professional Development Opportunities’. What 
opportunities are available to increase the volunteer skills, knowledge and abilities through 
training opportunities? 
• Considerations specific to the role: Does the role require the volunteers to be working on 
their own? What will the working environment be like? 
 
5.2.3 Develop Your Message And Advertise 
Once you have your job descriptions you can develop your message. You need to decide what you 
want to tell the potential volunteer about the organisation and what will encourage people to want to 
become involved. In your message you should try and address any fears that potential volunteers 
may have. 
 
You can then broadcast your message through many means, including:  
 
• Volunteering Queensland  
• For further details go to http://www.volqld.org.au/programs.html#sub1 
• Advertising 
• Newsletters - your organisation and others 
• Newspapers - local community newspapers can be very effective in targeting potential 
applicants from the local community and can also often be very cost effective 
• Internet 
• Listing volunteer positions  
• Community billboards 
• Community announcements (radio and television) 
• Magazines 
• Word-of mouth 
• Local employment centres 
• Go Volunteer 
 
Remember to have a process for volunteers to apply and ensure you nominate a contact person who 
is responsible for dealing with initial enquiries. 
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5.2.4  Interviewing Volunteers  
Interviewing should not only be viewed as a process to ascertain the suitability of a potential 
volunteer or as a job matching exercise, but should also maximise the opportunity to explore the 
potential and capacity of the applicant to ensure they have a meaningful experience of volunteering. 
 
Welcoming 
The first step of the interview is to ensure the potential volunteer feels comfortable and to build 
rapport. Do not proceed until the volunteer is comfortable. 
 
Asking 
The second step of the interview is to gain information from the potential volunteer and give them 
the chance to tell of their interests and their story. Some questions you may wish to consider are: 
 
• What is your reason/motivation for wanting to volunteer?  
Understanding the reasons why people want to volunteer is useful in identifying and 
maintaining volunteers’ motivation and making an appropriate work match.  
• What are the things you like to do and can do fairly well?  
Here you try to explore the current skills, knowledge, interests and potential of the 
volunteer.  
• What are the things you would like to do or have an interest in learning?  
Too often interviewers only focus on current skills and abilities, without realising the 
enthusiasm and commitment of volunteers to learn new skills and abilities. If you wish to 
focus on capacity and potential, this question is critical.  
• What are the things you do not want to do and are clearly off limits?  
Here you can identify what volunteers dislike and don't want to do, but may feel too 
awkward to raise. 
• Do you have any special needs or requirements in doing this work? 
This is an important question in determining whether the volunteer requires additional 
support. It is important that any questions regarding this topic focus only on requirements 
that relate to the specific volunteer job and are not general in nature. To do otherwise could 
be discriminatory. 
 
Supplying  
During this step of the interview you should provide the volunteer with information regarding the 
organisation and the volunteer jobs.  
 
Parting 
The final stage of the interview is to ensure that both the individual volunteer and the organisation 
have had the opportunity to gather information and address any questions. At this time you need to 
summarise any decisions that have been reached and inform the potential volunteer of what will 
happen next, for example a reference check or setting an orientation date. The end of the interview 
also provides an opportunity to thank the potential volunteer for their time.  
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Tips  
9 Make sure you allocate an appropriate amount of time for the interview conversation 
9 Read the potential volunteer’s application prior to the interview 
9 Find a comfortable place free of interruptions for your conversation 
9 Provide information about the organisation 
9 Clearly and honestly define the requirements, expectations and benefits of the volunteer 
position/s 
9 Treat potential volunteers with respect and assess their capacity on an individual and objective 
basis  
9 When asking questions of the potential volunteer always try to ask open ended questions that 
encourages the applicant to provide information. Open ended questions usually start with what, 
how, where, when, why or who 
9 Remember the 70/30 rule where the potential volunteer should do seventy percent of the talking 
during the interview 
9 Listen to what the potential volunteer is saying and what they are not saying 
9 Explore what the potential volunteer would like to contribute to the organisation 
9 Encourage the potential volunteer to discuss their experiences 
 
5.2.5 Selection 
Selection involves some process of matching the person to the role. While an organisation seeks 
volunteers to meet its needs, volunteers similarly seek an organisation which meets their needs. 
Matching therefore involves focusing on a win-win outcome for the organisation and the volunteer. 
The organisation must be able to look at themselves, the roles they have to offer and the way those 
jobs and the organisation are promoted through the volunteer’s eyes. Organisations need to be able 
to admit to potential volunteers when the work they have available does not and never will approach 
the goals the volunteer has identified for themselves in volunteering. 
 
Organisations have a responsibility to their clients and to potential volunteers to select the right 
people for particular roles. This may relate to legislative or organisational requirements but 
certainly relates to best practice volunteer management. It is essential that those responsible for 
selecting volunteers recognise the need to be able to say no to a volunteer’s request to work in a role 
for which they are not appropriate and to reject some volunteers’ requests to work with the 
organisation in any capacity. 
5.2.6  Screening 
Finally, the organisation needs to consider appropriate screening mechanisms.  
 
Screening covers the processes used to verify the background, qualifications, skills and experience 
of individuals prior to their appointment to a volunteer position.  Screening is an important part of 
an organisation’s risk management strategy. It complements, but by no means reduces, the need for 
good practice in the recruitment, selection, training, supervision and support of volunteers and paid 
workers. Effective screening is especially important in those organisations where there is 
involvement with children or any other vulnerable group. 
 
Screening may involve reference, police, driving record or other checks as deemed necessary for the 
particular role or organisation. Screening promotes and maintains internal security. Any screening 
undertaken by an organisation must be done within state and federal legal requirements. 
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5.3 ORIENTATE AND TRAIN VOLUNTEERS  
Orientation is the process of introducing the new volunteer to the organisation making them feel 
welcomed and comfortable. It is conducted after recruitment and selection have taken place and 
prior to the volunteer commencing their role with the organisation.  
 
Orientation can be done formally or informally; with a group or individually. 
 
Regardless of how you choose to involve people in orientation, the following areas are key 
questions that volunteers will need answered: 
 
WHY? Orientation to the Cause introduces the new volunteer/s to the organisation’s 
mission, core business and programs. It may include: mission and vision, ideals, 
aims, strategic plan, program history, and, more broadly, the field or sector. 
 
HOW?  Orientation to the System provides an overview of the structure and 
management of the organisation.  It may include: channels of communication 
and reporting (what they are and how they work), guidelines and policies, 
structure, funding sources, and rules where applicable.  
 
WHO?   Orientation to the People introduces the new volunteer to the staff (paid and 
unpaid) with whom they will be working. This may include: introduction to 
staff, management, board members, and other volunteers as well as discussion of 
the relationships and reporting arrangements, both direct and indirect.  
 
WORKING TOGETHER: Orientation to the Culture provides information about the 
culture of the organisation such as appropriate forms of dress, behaviour, 
language, social interaction, or where to have lunch. 
WHAT?   Orientation to the Work looks at the scope and boundaries of volunteer work 
including:  roles, modes of work, and job descriptions.  
 
WHERE? Orientation to the Workplace provides information on the work areas, the 
amenities, where key staff or machinery are situated and an orientation to 
workplace health and safety elements including fire exits and equipment. 
 
Following selection and orientation of volunteers, training ensures volunteers have the skills, 
knowledge and understanding of the organisation to fulfil their volunteer role with competence and 
confidence. 
 
Training may be one-to-one or group based, formalised or informal, and facilitated from within the 
organisation or externally to the organisation. Topics covered by skills training are as diverse as the 
roles and the work in which volunteers now become involved. 
 
The National Volunteer Skills Centre is a project of Volunteering Australia and supports volunteer-
involving organisations to develop and implement their training and skills needs.  They provide a 
wide range of free resources at http://www.nvsc.org.au/. 
 
5.4  Supervise and Support Volunteers 
Once the volunteer has started, it is essential that you provide adequate supervision and support for 
them. Providing adequate supervision of volunteers has many components and needs to reflect the 
type of role, level of responsibility and personality of the volunteer. 
There are some elements we always should consider: 
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5.4.1   Ensuring effective paid staff/ volunteer relationships 
5.4.2   Effective communication 
5.4.3   Working with volunteer motivations 
5.4.4   Recognition 
5.4.5   Support 
5.4.6   Dealing with difficult situations 
 
5.4.1  Ensuring Effective Paid / Volunteer Relations 
The goal of effective staff relationships is not to assume “we are all the same”, but rather to foster 
complementary relationships. It is an environment in which paid and volunteer staff are working in 
different roles toward the same vision and sharing the same fundamental values about how to get 
there. When paid and volunteer staff recognise and value their different roles within the 
organisation this creates an exciting synergy. While there are many strategies for achieving this, it is 
important that fears and concerns of all staff are addressed before seeking to work together.   
 
There are several approaches you can use to develop effective relationships: 
 
• Encourage positive feedback and constructive criticism about the volunteer program.  
• Encourage paid staff to voice their fears and concerns and show you are open to working 
with them to resolve these issues. 
• Be a role model. In your dealings with volunteers ensure you follow your own advice. 
Demonstrate the skills so that paid staff can model your behaviour. 
• Approach any organisational issue with a positive framework. Consider how volunteers 
could assist or add additional value to the projects being discussed. Paid staff should be 
sensitive to allowing volunteers to raise matters which are of concern.  
• Involve paid staff in all aspects of the program. 
• Develop a rationale for volunteer involvement that is understood and embraced by the paid 
staff.  
• Highlight the benefits of volunteer involvement whilst at the same time considering the fears 
and concerns that staff may have about working with volunteers.  
• Hold joint planning and staff meetings, so that volunteers and paid staff can share ideas, 
understand each other’s issues and develop more effective and friendly relationships. 
• Appoint a Volunteer Advocate to represent volunteers in decision-making processes.  
 
5.4.2  Effective Communication 
Communication is a two way process with regular communication and input coming from the 
volunteers to the organisation as well as from the organisation to the volunteers. Relying on 
personal communication can be difficult, particularly because of the part time nature of much 
volunteer work.  
 
Approaches to facilitate communication within your organisation can include: 
 
• Team meetings 
• Regular reviews seeking volunteers’ feedback and insights about programs 
• Opportunities for debriefing after significant events where volunteer feedback is sought and 
valued 
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• Notice boards  
• Pigeon holes for volunteers 
• Volunteer newsletter 
• Communication book 
• Mail outs of specific information 
• Distribution of minutes of meetings  
• Including volunteers as members of committees throughout the organisation 
• Promoting volunteer representatives to other volunteers as their representatives on various 
committees 
• Program newsletters 
• A close relationship with the supervisor 
• Updated orientation after a period of time 
• Spending time working with volunteers 
• Social events with interactions between volunteers and paid staff 
• Team/role specific updates and newsletters 
• Telephone trees to ensure information is dispersed across the organisation and to encourage 
all to take responsibility for communication 
 
5.4.3  Working With Volunteer Motivations  
Volunteers come with a variety of motivations. These include wanting to put their values into 
action, seeking to learn new skills, wanting to meet people, gaining a job or wanting to develop self-
confidence. Dealing effectively with different types of motivations is a critical element of effective 
volunteer management. To read more on working with volunteer motivations see: 
http://www.ourbrisbane.com/community/bris_serves/groups/manage/makeitwork/motivations.htm 
 
In more general terms, we can build on volunteer motivations through how our organisation works 
and how we manage our volunteers. 
 
Organisational factors facilitating volunteer motivation include: 
 
• Efficient processes for dealing with paperwork 
• Minimal red tape and bureaucracy 
• Systems and processes that support the volunteer’s work 
• A busy work environment 
• A fun work environment 
• Opportunities for interactions with others 
• A focus on the significance of all work to the organisation’s goals 
• Appreciation 
• A system for the recognition of volunteers 
• Opportunities for volunteer’s comments and complaints to be shared and considered 
• An appreciation of volunteers sharing areas of concern and dissatisfaction 
• Opportunities for career development based on individual volunteer aspirations 
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• Opportunities for volunteers to take on roles with greater responsibility based on their 
performance 
• The identification of clear and consistent objectives for the organisation as a whole and the 
volunteer program 
• Clear communication of the direction of the organisation and the volunteer program  
• A system where change is managed so the change and the need for it can be readily 
understood by the organisation’s volunteers 
 
Organisational factors require commitment from the highest levels of the organisation’s 
management and require an organisation-wide commitment. 
 
Managerial influences on motivation relate to the relationship that exists between the volunteer and 
the manager/supervisor to whom they are directly responsible. Managerial factors influencing 
volunteer motivation include: 
 
• A balance between autonomy and supervision to meet the needs of the individual volunteer  
• Provision of understanding and assistance to volunteers when problems arise 
• Providing volunteers with the support necessary to enable them to solve problems 
themselves 
• Managerial confidence and trust in the volunteers which is evident through the managers’ 
behaviour and speech 
• Open, easy and honest communication 
• Personal appreciation of volunteers by their manager 
• Expression of the value of the roles of volunteers and of the work they do  
• Facilitation of open discussion and encouraging volunteers to raise areas of disagreement 
and complaint 
• Provision of training and support to enable each volunteer to achieve the best performance 
possible  
• A sense of purpose and direction for the program 
 
5.4.4  Recognition  
Recognition is the means by which volunteers are appreciated or rewarded for their contribution to 
the volunteer program. Recognition for volunteers can be conveyed in a number of ways including 
both formal and informal approaches. Formal recognition strategies consist of planned approaches 
to formally recognise volunteer contributions. These include badges, awards and annual recognition 
dinners. Informal recognition strategies are usually fairly spontaneous acts of appreciation for the 
volunteer’s contribution and can happen on a day-to-day basis. These can include personal thanks, 
cards and morning teas. 
 
There is a range of ways for providing recognition beyond the morning teas, certificates and badges 
that are bestowed upon the volunteers. Here is a selection of approaches for you to consider. 
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5.4.5  Support 
A good support system is based on clear rights and responsibilities of the volunteers. In developing 
and implementing effective support it is necessary to balance responsibility to the project or 
organisation and the needs of the volunteers. Support needs to be:  
• Accessible 
Volunteers must be able to access support. This means that the support should be available 
at appropriate times and places and in forms that volunteers can use. 
• Flexible 
Support strategies that are provided should be able to accommodate the needs of individuals. 
• Appropriate 
Support strategies should be applicable to the work that volunteers are undertaking. We can 
consider these in terms of both individual and group support strategies.  
 
Here is a selection of approaches for you to consider: 
INDIVIDUAL TEAM 
• Mentoring 
• Buddy system 
• Open door policy 
• Personalised reward system 
• Personal conversations  
• Personal debriefing session 
• Shadowing 
 
• Team Meeting / Team Building  
• Training 
• Workshops 
• Peer discussions 
• Newsletters 
• Critical Incident Analysis 
• Develop Team Coordinators 
• Volunteer get-togethers 
• Debriefing 
 
       INFORMAL       FORMAL 
 
I 
N 
D 
I 
V 
I 
D 
U 
A 
L 
 
• Thank you note 
• Certificate 
• Birthday card 
• Personalised mug 
• Lotto ticket 
• Greeting on arrival 
• Positive comments about their 
achievements 
• Smiles 
• Taking a personal interest 
• Offering a coffee or drink 
• Medal 
• Honour Board 
• Volunteer of the month award 
• Promotion 
• Newsletter article 
• Letter of appreciation 
• Trophy 
• Representation of organisation 
• Presenter of a training session 
• Appointing them as mentors 
 
 
G 
R 
O 
U 
P 
 
 
• Morning / afternoon tea 
• Notice Board 
• Involvement in decision making 
• Banner to celebrate accomplishment 
• Informal chats with organisations  
 
• Plaque 
• Incentive system 
• Training opportunities 
• Uniform 
• Newspaper article 
• Providing effective equipment 
• Team building workshops 
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5.4.6  Dealing With Difficult Situations  
No matter how marvellous the volunteers and the program, on occasion there will be difficult issues 
with which you must deal. Your organisation needs to have good processes in place and deal 
forthrightly with the issues. Volunteer grievance, conflict within the program and disciplining a 
volunteer are three of the most common. 
 
Managing a grievance  
Having a grievance procedure is important to allow volunteers an opportunity to raise questions, 
express dissatisfaction or discuss problems or concerns. It ensures volunteers are listened to and 
aren't powerless within the organisation if they have a problem. 
A sample grievance policy and procedure is provided on page 16 of the volunteer essentials kit at:   
http://www.volqld.org.au/forms/vol%20man%20resource%20web%20kit.PDF. 
 
Dealing with conflict  
On occasion, conflict will arise in your program between volunteers, between volunteers and staff 
and between volunteers and the organisation. It is essential that you address this as soon as it comes 
to your attention ensuring that you are even-handed in your dealing with the issues. Suggestions for 
managing conflict are at:  
http://www.volqld.org.au/forms/VM%20Network%20Meeting%20Notes%20November%202004.p
df. 
 
Discipline process 
At times disciplining a volunteer is necessary for the protection of the rights of stakeholders of the 
organisation or program. It is essential that disciplinary procedures are transparent and maintain 
social justice for those involved.  
 
The aim of a discipline procedure should be to ensure the standards of performance and behaviour 
of the organisation are maintained. 
 
A discipline process should:  
 
• Be part of the volunteer program procedures which are clearly communicated to volunteers 
at intake.  
• Be used with consistency across the organisation.  
• Not negate the need for supervision and feedback. (Providing volunteers with adequate 
supervision and feedback on their performance is the best way of ensuring a disciplinary 
procedure will not need to be enacted. If discipline is required, it should follow attempts to 
rectify the situation followed by feedback that indicates that a discipline process will need to 
be initiated if behaviour or performance does not change.) 
• Be timely – implement a discipline process as soon as possible after the incident. 
• Focus on restoring performance or behaviour required by the organisation (should not focus 
on the person). 
• Retain respect for the individual, without denying the seriousness of the situation or losing 
control of the process. 
• Approach the issue in a calm and objective manner stating the problem clearly and allowing 
the volunteer to explain the situation from their point of view. 
• Explore alternatives. 
• Develop an agreed plan of action and clarify how that will be implemented.  
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• Explain the consequences should subsequent disciplinary action be required relating to the 
same matter. 
 
Always abide by the ethics of Equal Employment Opportunity legislation when terminating 
volunteers. Similar systems for managing employees and volunteers are appropriate. 
 
5.5 Ongoing Development of the Volunteer Program 
Once you have established an effective volunteer program, it is important to look at how you can 
provide ongoing development of the program for your organisation and the volunteer.  This section 
will consider four areas: 
 
5.5.1     Providing feedback to the volunteer 
5.5.2     Personal and professional development 
5.5.3     Program evaluation  
5.5.4     Enhancing volunteer involvement  
 
5.5.1 Providing Feedback To The Volunteer 
Feedback provides volunteers with information as to whether they are on the right track with their 
work and how they interact within the organisation. It shows the organisation considers what they 
are doing is important and it provides timely opportunities to redirect work that might not be on 
target. Feedback enables the volunteer to know where the work they are doing contributes to the 
overall efforts of the organisation. It also provides opportunities for volunteers to give feedback to 
the organisation about their needs and concerns with regards to the work they are doing. 
 
Appraisal is a periodic formalised process for evaluating the work of volunteers, providing feedback 
and planning corrective action. Many organisations now plan a formal appraisal system for their 
volunteers which is agreed to and implemented at the time the volunteer takes on a new role. This is 
a two way process: volunteers know their work will be evaluated according to predetermined 
criteria identified in the job description and the organisation commits to providing support and 
assistance to enable the volunteer to achieve their goals. 
 
Regular appraisal formalises the organisation’s ongoing commitment to effectively supporting and 
supervising the volunteer. 
 
Performance appraisal should not be the occasion where poor performance is brought to the 
attention of a volunteer. This should take place during feedback which is provided on an ongoing 
basis. Performance appraisal provides an opportunity to consolidate and to build on regular 
feedback. Depending on the program and the needs identified, volunteer performance appraisal may 
need to be scheduled every six or twelve months. 
 
Questions to consider during a volunteer performance appraisal: 
 
• Does the job description really describe what the volunteer has been doing? 
• What has the volunteer’s performance been in each area of their role? Evaluation should be 
conducted against specific and agreed objectives. 
• What external factors could be limiting the volunteer’s performance in any of these areas? 
• How does the volunteer relate to those they work with? 
• Has the volunteer’s goals for the period been achieved? Achievements should be 
acknowledged.  
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• What areas of concern exist (may be related to volunteer performance or relate to 
organisational factors)?  
• How can areas where goals were not met be improved? 
• What are the goals for the coming period?  
• What resources are needed to help the volunteer achieve these goals? 
 
Areas to consider in a volunteer performance appraisal: 
 
• Fulfilment of the agreed job responsibilities 
• Achievement of volunteers development goals 
• Future goals 
• Job role 
• Personal development  
• Plan for achieving agreed goals 
 
5.5.2 Personal And Professional Development 
In any organisation, the primary aim of involving volunteers is for the volunteers to enable the 
organisation to achieve its identified objectives. Organisations also acknowledge their responsibility 
and the need to help volunteers identify and achieve personal goals as part of the mutual benefits 
achieved through volunteering. The performance appraisal and planning process provides an 
opportunity for organisations and volunteers to clarify their expectations and resources available for 
further personal and professional development. 
 
Strategies for enhancing personal and professional development include: 
 
• Enhancing job roles 
• Increasing volunteer’s level of responsibility 
• Changing volunteer  role 
• Updating and upgrading training available to volunteers within the organisation 
• Linking volunteer into external training opportunities through partnerships with other 
organisations, sponsorships to attend development programs, or development opportunities 
within the community 
• Conducting workshops which focus on volunteer’s areas of interest  
• Sharing skills of staff and volunteers within the organisation through dispersing information 
at seminars and workshops 
5.5.3 Program Evaluation  
It is important to regularly review the performance of the volunteer program. It provides a measure 
of performance, identifies areas for improvement and can be used to promote the benefits of 
working with volunteers in your organisation. Commentators suggest three approaches to evaluating 
a volunteer program. 
 
• Measuring outcomes of the program 
 This method is based on examining the outcomes of the program such as volunteer hours 
provided, number of clients assisted or dollars raised by volunteers. This requires that you 
have initially kept adequate records around these items.  
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• Measuring customer service provided by the volunteer program   
 This method utilises client and staff surveys to determine how effective the program has 
been, what is the level of satisfaction, how might the program be improved as well as to 
capture positive stories around volunteer involvement. 
• Measuring the volunteer program against outside standards of operation  
 This can involve auditing the program against the National Standards for Involving 
Volunteers in Non-Profit Organisations. There are a range of tools available to assist you in 
this process. For more information visit: http://www.volqld.org.au/education4b.html. 
5.5.4 Enhancing Volunteer Involvement 
There are a variety of ways to enhance volunteer involvement:  
 
 Encouraging self-direction 
• Informing volunteers of the wide variety of roles available in the organisation 
• Providing role descriptions which identify required outcomes but provide the opportunity 
for the volunteer to determine how to achieve those outcomes 
• Providing clear organisational standards for behaviour/action as clear guidelines for 
boundaries within which all staff of the organisation are expected to work 
• Developing volunteer teams with responsibility for an identified task/role with support and 
assistance but not direction from higher in the organisation 
• Volunteers involved in identifying own development needs and organising programs for 
ongoing education throughout the year 
• Spending time with volunteers regularly to review where they are at and what their goals are 
- making this a part of the organisational culture 
 
 Building responsibility and authority 
• Entrusting volunteers with responsible roles within the organisation not limiting volunteers 
to simple or ancillary roles. 
• Clarifying the limits of authority for each volunteer role. 
• Providing support which enables volunteers to do their work without controlling their way 
of working. 
• Ensuring the organisation is responsible in the way it works with the volunteers. 
• Providing opportunities for volunteers to take on additional responsibilities as they are ready 
to. These may include roles involving supporting other volunteers, leading teams of 
volunteers or roles where they can utilise specialist skills that they have developed. 
• Acknowledging the responsibility of roles volunteers have within the organisation in 
publications. 
  
 Encouraging volunteers to have a say 
• Project teams with the remit to work on particular issues 
• Suggestion books/boxes 
• Team meetings, with areas for improvement a regular agenda item 
• Recognition of the organisation acting upon suggestions by volunteers 
• Providing feedback as to why a suggestion was or could not be implemented 
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• Personally asking volunteers who work in the area for their suggestions as issues arise, as 
part of a regular review or anytime 
• Informing volunteers of issues/ changes effecting the organisation and asking them for their 
suggestions 
• Making seeking suggestions and input a priority, not something done as people are about to 
leave or as an afterthought to a long meeting 
• Only asking for volunteer input in areas where their input will be considered 
• Involving volunteers in the strategic planning processes of the organisation 
 
 
5.6   Useful Resources 
A toolkit containing tip sheets and a range of useful forms for each section is available at: 
http://www.volqld.org.au/forms/vol%20man%20resource%20web%20kit.PDF. 
 
For further approaches to enhancing your program there are a range of suggestions at:  
http://www.ourbrisbane.com/community/bris_serves/groups/manage/makeitwork/involvement_2.htm. 
 
A further set of readings are available at: 
http://www.volunteeringqueensland.org.au/education11.html. 
 
Publications on a wider variety of volunteer management topics can be found at: 
http://www.volunteeringqueensland.org.au/education3.html. 
 
Research and reports in regards to volunteering can be accessed at: 
http://www.volunteeringqueensland.org.au/researchandreports.html. 
 
A wide range of national and international links to sites dealing with working with volunteers can 
be found at: 
http://www.volunteeringqueensland.org.au/partnerships4.html. 
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CHAPTER 6 – ORGANISATIONAL PERFORMANCE 
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This chapter looks at a range of issues associated with organisational performance. Topics discussed 
include strategic planning, monitoring and evaluating performance, service agreements and 
developing policies and procedures. 
 
6.1 Strategic Planning 
Planning is an essential activity for meeting service objectives and developing organisational health 
and growth. Strategic planning is a process that provides your organisation with medium to long-
term direction. It determines where the organisation is going, how it is going to get there, and how 
you will know if it got there. The process will help your organisation establish its strengths and 
weaknesses and uncover hidden threats and opportunities. It can contribute to a greater sense of 
purpose and accountability within your organisation. There are many approaches to such planning 
such as the balanced scorecard and a statement of strategic intent. 
 
A strategic plan often includes the organisation’s vision, mission, target group, values, goals, 
service objectives, performance indicators, geographical location and budget. Once the plan is 
established, the board and management monitor and evaluate the organisation’s progress and, if 
necessary, adjust the plan according to changing conditions and needs. Regular monitoring and 
evaluating is essential because the results contribute significantly to further planning. 
 
Depending on the size of your organisation, strategic planning can be anything from a fairly simple 
process to a large complex project. However long it takes, ensure that the final document is simple 
to read and understand. Keep in mind the audience who will be reading your strategic plan and 
develop a format that will make sense to them. If the plan is too large and complicated, it will not be 
read or implemented, and the process will not have been useful or worthwhile. If the plan has 
several goals and objectives, you can always arrange them into smaller action plans that are easier 
to monitor.  
 
When developing your strategic plan, remember to stay focused on the critical matters. Strategic 
plans are about big picture issues that guide your organisation’s work. If you find yourself getting 
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caught up in trivial details, people may become frustrated or bored and the plan is unlikely to be 
finalised.  
 
Make it a priority to gain commitment from the board and staff to begin a strategic planning process 
which is ongoing. Identify the key members who will become the planning team and drive the 
process. Determine what resources and time you need to make the planning effective and establish 
what tools and approaches you are going to use. 
 
6.2 Goals and Objectives 
Strategic planning allows you to clarify the goals (sometimes known as aims) and objectives of the 
organisation or a particular service or project. This provides a way to measure the effectiveness of 
what you do.  
 
An aim or a goal is a broad statement about the end result you wish to achieve. Goals communicate 
the organisation’s vision in concrete terms. Goals should be realistic, yet challenging, and inspiring 
to your staff and volunteers. An objective is a specific strategy which describes how you are going 
to achieve the goal. Objectives should be phrased in such a way as to be measurable.  
 
There can be numerous objectives associated with one goal. For example, the goal of “applying for 
a job” may have the objectives of using the telephone, writing a resume and attending an interview. 
 
A goal for a youth accommodation project might be, “To deliver an accommodation service which 
provides a place of safety and support for young people aged 12-18 years old”. One objective 
associated with this goal could be, “To provide regular information about the service to local 
agencies to ensure appropriate referrals are made and that young people are able to access the 
service”. 
 
Strategic planning can be challenging and time consuming, but it is rewarding. It provides you with 
a platform to begin the performance measurement process. You need a way of knowing how well 
goals are being met, or whether your activities are having the desired impact. 
 
6.3  Features of Good Planning 
The key elements of good strategic planning include: 
 
• Appropriate participation from members and clients of the organisation 
• An approach which sets future directions for your organisation 
• A focus on establishing a vision and clear goals/aims and objectives 
• Defined values and principles which drive the organisation’s work and services 
• Access to a wide range of information, both qualitative and quantitative data 
• Consideration given to legal requirements and contractual agreements  
• Formulation of a written plan which provides a capacity for regularly monitoring and 
evaluating progress 
 
6.4  Measuring Performance  
Unlike for-profit companies, who usually rely on profit and share prices to evaluate how well a 
company is performing, non-profit organisations have to develop creative, yet reliable, approaches 
to help them assess how well their community organisation is delivering its services. It is often 
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tempting to let things roll along year after year, thinking that since the organisation is busy 
providing services, it must be meeting its goals. That kind of approach takes no account of the 
effectiveness of services and often leads to organisations serving themselves rather than clients.  
 
Measuring an organisation’s performance is particularly important for boards and management who 
apply for funding, need their funding renewed, or seek donations and support from the community. 
It is a means of being accountable to funders and the community, and is a practical way to ascertain 
the need for change.  
 
Performance measurement means using indicators and measures to monitor, evaluate and establish 
the: 
 
• Appropriateness of the organisation’s services 
• Effectiveness and impact for clients and the community  
• Efficiency of the organisation 
 
Unfortunately, there is no single set of performance measures or basis for setting standards for these 
measures. Therefore, your organisation will need to devise its own measures to best inform you 
how well your specific organisation is performing. There are just a few simple questions to answer: 
 
• What are the organisation’s goals? 
• How are we going to know if we are achieving those goals? 
• What data or information will tell us how we are doing? 
• Will this information make sense and tell us what we need to know? 
 
Never rely solely on statistics. Statistics only provide clues to performance, not necessarily answers; 
so it is important that you collect both quantitative and qualitative data before making your final 
conclusion about how well the organisation is meeting its goals.  
 
Here is an example:  
You might decide that there are a number of ways in which you could measure how well your 
organisation was meeting the goal: “Recruit, train and utilise the support of volunteers”. You might 
want to find out how many volunteers you recruited within the last year; where they were referred 
from; what training was in place for new volunteers, and if they were satisfied with the training; 
what mentoring system the organisation has in place for volunteers; how long volunteers stay with 
the organisation; what roles they play; and what process the organisation has in place to receive 
feedback from volunteers. 
 
Some organisations think that measuring outcomes and quality is too difficult, because there is too 
much subjectivity involved. This attitude does not recognise that doing the wrong thing (or the right 
thing badly) is a waste of resources. Measuring your performance will help you gain understanding 
and confidence about what you provide to the community.  
 
6.5 Monitoring And Evaluation 
Monitoring is the regular collection of information to describe the characteristics and outcomes of a 
program or service. Evaluation is a thorough analysis of all the information collected, and can assist 
an organisation to assess how effectively the program or service is meeting its goals. Evaluation 
occurs less frequently than monitoring. It often occurs at the end of a program, or once a year, 
depending on what is required by the funder or board. 
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There are four main types of evaluation approaches: 
 
• Design Evaluation concentrates on defining a service or program. A design evaluation is 
used to document a program already in operation, or to plan a new program. 
• Process Evaluation is concerned with what actually happens in practice, focusing on the 
activity of a service or program. 
• Impact Evaluation measures the immediate impact of the service or program in terms of 
client benefits. It focuses on the extent to which a service or program is able to achieve its 
objectives and deliver the intended outcomes. 
• Action Research uses a series of cycles to research and reflect on practices within an 
organisation. The approach allows practices to be continually developed and refined over 
time.  
 
Whichever approach you use, you will need to plan an evaluation process involving the four steps 
of Design, Implement, Reflect and Review. 
 
6.6 THE EVALUATION PROCESS 
6.6.1  Design 
Develop a focus for your evaluation and decide what you want the evaluation to reveal. Is it an 
evaluation of the whole organisation –its structure, service delivery and impact within the 
community – or is the evaluation considering the effect of a single service or program? Determine 
what evaluation approach you are going to take and who is going to drive the process. 
 
Gain formal support and endorsement of the proposed evaluation from your organisation’s board. 
Without formal support for your efforts, it is likely that the evaluation will be incomplete or 
selective in its investigations and therefore in its results. The outcomes will not be widely accepted 
and may lead to inaccurate recommendations. 
 
During the design phase you should conduct an analysis of the external and internal environments 
in which the organisation or program operates. The external environment issues might include 
funding, politics, technology, legislation, culture or the local community. An examination of the 
internal environment will include assessing staffing and workload levels, skills and expertise, 
resources and funding. This analysis will assist in the development of performance indicators. 
 
Develop performance indicators which are relevant and for which you have control. Plan data 
collection methods which are easy to implement and are seen to be objective and reliable.  
6.6.2 Implement 
Implement your chosen data collection methods and ensure an ongoing commitment to the 
evaluation. If just one staff member or volunteer does not really understand why they are collecting 
the data, your results are likely to be inaccurate.  
 
Record the relevant data over an appropriate period of time. One month may be adequate for short-
term projects, but one year may be more appropriate if you are evaluating a whole organisation. 
Some projects may need data collection to occur at the beginning and the end of a project, or at 
regular intervals, and even after the project has finished (to assess long term outcomes). 
In most cases, it is best to conduct a ‘pilot’ at an appropriate time after you have started collecting 
the data. A pilot means testing your data collection and results over a period to see if any problems 
need ironing out before you go any further. After the pilot, continue to monitor the ongoing 
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progress of your data collection throughout the project. If you are collecting a large amount of data, 
or collecting data over a long period, ensure that it is still relevant and staff remain enthusiastic and 
clear about the process. 
6.6.3 Reflect 
The most important task is making sense of the data. This is where you discover if your planning 
and data collection methods were successful. There are many ways of collecting both quantitative 
and qualitative data, as well as many ways of analysing and interpreting this data.  
 
You need to assess the information collected and sort it into meaningful evidence. The manner in 
which it is presented will determine what conclusions are made. For example, if you present the 
finding that 80% of people completing a vocational course found work experience, it could mean a 
positive outcome and that your program was a success. However, if this 80% had problems at the 
work experience and left the placement before completing it, it might demonstrate that your 
program needs to do more life skill and preparatory work before sending the participants of the 
program for work experience.  
 
Hopefully, you will find that the information collected confirms that you have met your 
performance indicators, the number of outcomes produced, and what impact the organisation or 
program is having. The data may also reveal the efficiency and cost effectiveness of the program, 
including the total cost of delivering the identified outcomes. 
6.6.4 Review 
If possible, involve as many people from your organisation as possible to review the findings of the 
evaluation. Evaluations should help you to make informed decisions which should benefit the 
organisation, enabling you to make changes to a service or organisation based on the findings. 
However, be aware that if your data is too ambiguous or unreliable, you could be making decisions 
based on a lack of evidence or subjective opinions and judgments. This could harm your 
organisation and cause conflict, rather than improve your services and programs.  
 
Report the outcomes of the evaluation and make any required changes with support from the board 
and, if necessary, your funder. 
 
After the review, return to the planning process to develop new performance indicators and data 
collection methods to monitor and evaluate whether the changes have improved your organisation 
or program.  
 
6.7  PERFORMANCE INDICATORS 
Whichever evaluation approach your organisation decides to implement, performance indicators are 
required to assess what outcomes are being achieved.  
 
Performance indicators are measures of achievement. You need to be careful when writing 
performance indicators because if they are not measurable, or do not determine what you want to 
know, you may waste a lot of time and resources. Good performance indicators are clearly and 
consistently defined and are relevant to the organisation collecting the data and the funding body. 
Check what performance indicators are required under your service agreement. 
 
If you were undertaking a literacy program for unemployed people, examples of performance 
indicators might be: 
 
• Ten unemployed people attend a six-week literacy course 
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• Participants demonstrate increased literacy skills by taking pre and post course tests 
• During the six-week course participants read three books to increase their reading skills 
 
6.8  COLLECTING DATA  
Valid and useful information can be either qualitative or quantitative. Qualitative data is usually 
information in the form of feedback, memos, reports and observations. Quantitative data includes 
statistics, figures and financial records. You will decide what information is most relevant to your 
evaluation in the planning stage of the evaluation process. 
 
These are examples of methods to obtain data: 
 
• Community profiles which describe your local target group and their needs (available at 
http://abs.gov.au Australian Bureau of Statistics)  
• Questionnaires, surveys or discussions/focus groups which collect client and other 
stakeholders’ feedback and observations 
• Direct observation 
• Exit interviews with clients 
• Written feedback from other organisations 
• Information and statistics about who accesses your service 
• Photographs and video recordings 
• Cost analysis and budgets  
• Analysis of the time spent by each staff member or volunteer on each part of their job 
• Records - files, case notes, logs, diaries, correspondence 
• Case studies 
 
6.9  REPORTING 
Reporting on the findings of the evaluation is an important part of the process. The report will 
generally include: the aims of the evaluation, the specific questions addressed and performance 
indicators, the data collection methods, the findings, and recommendations for action.  
 
If you used a survey, present the results in a table. If you interviewed clients, include some verbatim 
responses and a summary of responses in table form (these should not identify the client). Raw data 
allows further interpretation at a later time, particularly in comparison with another collection of 
equivalent raw data. Your report should make some recommendations for any identified areas for 
change. These recommendations should be based on the results of your data, reference to other 
services in other places, or be justifiable on the basis of what has been found. A draft version of the 
report could be circulated for comments before producing the final copy. 
 
The organisation’s Annual Report is a vehicle to report some of the findings and outcomes from the 
evaluation. Clearly presented with graphs and even photos, you can demonstrate to your 
stakeholders and members that you are a learning organisation which responds positively to 
evaluations by developing and strengthening your organisation accordingly.  
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6.10 SELECTING AN EVALUATOR 
An evaluation is a co-operative task which provides the best results when there is a wide range of 
input. One person may have overall responsibility for the evaluation, but input from those involved 
in the organisation may yield further important perspectives and information. 
 
Factors to consider in the selection of an evaluator or project team include: 
 
• Which staff or organisation members have the time and commitment to lead the project? 
• Does the organisation have people skilled in designing and carrying out this project? 
• Is an independent perspective required? The chances of ending up with bias in your final 
report may be reduced if you can access outside skills and knowledge. 
• Does the organisation have the resources or funding to pay an independent consultant?  
 
For evaluations which provide feedback to the organisation on a single aspect of operations or a 
specific program, you may find that there are staff or volunteers keen to lead the project and 
develop their evaluation skills. There are many resources available to help beginners. If the 
evaluation is more comprehensive, or intended to underpin a major restructuring of the 
organisation, an independent and experienced person may need to lead the project and provide the 
final recommendations to the board.  
 
If your organisation does not have the finances to pay a consultant to lead the whole process, 
consider using a consultant for particular aspects of the evaluation which are particularly sensitive 
or liable to influence. These could include developing the design, the performance indicators 
themselves, or analysing the results of a confidential survey.  
 
6.11  SERVICE AGREEMENTS 
If you receive funding from a funding body, it is likely that you will have either a Memorandum of 
Understanding or a Service Agreement. Service Agreements outline the responsibilities of both 
parties and often detail to what reporting requirements the organisation must adhere. The agreement 
secures the legal funding relationship between the funder and the funded organisation and outlines 
the approved service(s), including outputs, outcomes, and performance measures.  
 
Most government departments require all funded organisations to sign a Service Agreement. They 
often stipulate that the organisation is required to undertake research and data collection, 
development of policy and practice, service planning, monitoring and evaluation. Before you sign 
the agreement, read the document carefully to ensure that you can deliver the service and outcomes 
and can meet all of the reporting requirements.  
 
Depending on the level of reporting required, you may wish to negotiate funding which specifically 
covers the resources and expenses related to carrying out monitoring and evaluation.   
 
Do not forget to consider your service agreement(s) when undertaking strategic planning. Include 
the outcomes required when writing your performance indicators and deciding what data to collect. 
 
6.12  POLICY IN COMMUNITY ORGANISATION 
Policies underpin all of your organisation’s activities. They should be expressed as formal written 
documents so that everyone in the organisation is clear about the organisation’s expectations and 
limitations.  
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A positive approach to managing an organisation relies on clear policies which are related to the 
goals of the organisation, and which are flexible and responsive to external changes, so that your 
clients’ needs continue to be met. Policies determine which choices the organisation makes - for 
example, how to achieve goals; how to relate to clients and the wider community; or what 
management and staff practices to adopt.  
 
It is important that you have a way of determining the appropriateness and success of your policies. 
Therefore, policies should be closely linked to planning, evaluation and review processes. Your 
organisation will then be managed through a continuous cycle of setting goals and policies; 
planning and implementing activities; evaluating the success of those activities; developing 
modifications or completely new activities; and implementing and evaluating changes. 
 
There are many different policies which will relate to your individual organisation. Examples 
include: 
 
• Confidentiality 
• Access and equity 
• Codes of conduct 
• Critical incidents 
• Risk management 
• Grievances 
• Health and safety 
 
Writing these policies all at once will probably be impossible. You may need to prioritise which are 
most important to write first or give different staff the responsibility of developing ones relevant to 
their area of work. 
 
6.13  DEVELOPING POLICY 
To be effective, policies must be clearly documented and respected. Involving the management 
committee, staff or volunteers who will be affected by the policy is the most likely way to ensure 
they are understood and functional. After consulting with stakeholders, your organisation should be 
able to determine what types of policies and related procedures need to be written down and agreed 
upon. 
The four major questions involved in forming policy are: 
 
• Does this policy reflect our values, ethics and priorities? 
• Have we considered the legal requirements? 
• Does the policy reflect reality? 
• What does the policy promise, and can we deliver it? 
 
During the policy making process, it is important to consider the constraints impacting on the 
organisation from different sources. This is best done while you are weighing up the benefits of the 
various policy options. There may be relevant constraints in the organisation’s constitution, in 
funding guidelines, or with the availability of resources, which may affect the choice of the 
preferred option. Sound policy making recognises these and takes them into consideration in order 
to produce policy that is reflective of a real world, rather than an ideal, perfect or hypothetical set of 
circumstances. Nobody respects a policy that is impossible to fulfil. 
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Finding the right words for policies can sometimes be challenging. The main rules include keeping 
it short and avoiding jargon. Only use ‘shall’ for mandatory issues and actions. Use ‘may’ when 
actions are optional or need to be assessed in different circumstances. Avoid extreme cases, and aim 
to write balanced and consistent instructions which give staff and volunteers guidelines that are not 
unnecessarily restrictive. If you think people are unlikely to read the whole document, create an 
Executive Summary with the main points summarised. 
 
Policies often begin with a Policy Statement. These statements should reflect the reason for the 
policy being developed. For example, a confidentiality policy might begin with the statement: “The 
purpose of this policy is to establish the Care Organisation’s approach to ensuring the 
confidentiality of information which identifies individual persons. The policy covers all service 
users, community members, staff, volunteers and other agencies or organisations.” 
 
The steps to formulate and implement a policy may take some time, and may require the use of sub-
committees or working groups. In each step, a participatory process will usually lead to better 
informed decision making, as well as to a higher commitment by members of the organisation to the 
policy. 
 
For legal issues, the board may decide to show the final document to a legal expert before ratifying 
the policy and disseminating it to all relevant staff and volunteers. They may also decide that staff 
need some training in understanding and implementing the policy.  For instance, if you write a 
policy that requires all staff to have a First Aid Certificate, you will need to make sure that staff 
know what this is, where and when they should obtain it, and who is expected to pay for it. 
 
It is important to ensure that policies are reviewed regularly and are monitored so that they reflect 
the best ways to manage and deliver services. Of course, the environment is always changing, and 
policy preferences must be kept up-to-date. This is why it is necessary to regularly review your 
policies and make changes, if necessary. 
 
6.14  PUTTING POLICY INTO PRACTICE 
Policies are important in organisational management and performance, but will only make a 
difference if they are effectively implemented. Management and staff must make decisions about 
the way the practical, day-to-day operations are conducted. These decisions should be in line with 
the organisation’s policies. Policies must be translated into actions.  
 
If you have developed a policy about racism in the workplace, you might action that policy by 
ensuring that every new employee receives cross-cultural training. If you have developed a policy 
about confidentiality, you may need to review where client case notes are stored and purchase 
lockable filing cabinets.  
 
To ensure the effectiveness of a policy and its related activities or procedures, a review or 
monitoring mechanism should be implemented. For example, you might decide that your 
organisation will collect information about the numbers and types of complaints received in a given 
period, as well as interviewing clients about their experience of using your service. You could then 
see whether your ‘Grievance Policy’ has helped make progress towards your goal of gaining 
feedback from clients. 
 
6.15  CONCLUSION 
This chapter has discussed a range of issues relating to organisational performance. There are plenty 
of training courses (often by peak organizations) and books available for volunteers, staff and board 
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members. You may already be doing some form of planning and evaluation every day. Formalising 
the process will help you to improve what you do and make the process more useful and 
worthwhile. Strategic planning, monitoring, evaluation and policy development are all critical 
factors which demonstrate that your organisation has a real commitment to continuous 
improvement, quality, effectiveness and efficiency, and can implement change positively and 
appropriately. 
 
6.16  USEFUL RESOURCES 
Planning 
 
“Incorporated Associations Manual” published by Caxton Legal Centre, Update No. 11, Brisbane.  
http://www.caxton.org.au/publications.html.  
 
“Strategic Planning Workbook For Nonprofit Organisations”, Bryan W. Barry, 2003, Amherst H. 
Wilder Foundation. www.wilderpubs.org. One of the best books on how to implement a strategic 
planning process step-by-step. 
 
“BizPlan: Strategic Planning System”, Michael Goldsworthy. Available from Australian Strategic 
Services Pty Ltd, Phone (03) 5429 6331. BizPlan provides all the necessary packages and tools to 
enable an organisation to plan, implement, monitor and review the strategic planning process. 
 
“Strategic Planning - The Murri Way”, Home and Community Care Resource Unit (Qld), 1997. 
Available from the HACC Resource Unit, Phone (07) 3350 8653. 
www.health.qld.gov.au/hacc/resources.asp. This is a kit with strategic planning tools and techniques 
for the development and implementation of a Strategic Plan. The kit also includes a video made at 
‘Burringilly’, an Aboriginal and Torres Strait Islander respite care centre in Brisbane.  
 
“The Nonprofit Board’s Role in Strategic Planning”, Kay Sprinkel Grace, 1998. Available from the 
Nonprofit Governance and Management Centre, Phone (02) 9879 6674. www.governance.com.au. 
This booklet discusses the importance of strategic planning for a nonprofit organisation.  
 
Evaluation 
 
“Everyday Evaluation on the Run”, Yolland Wadsworth, 1997. Available from VCOSS, Phone (03) 
9654 5050. www.vcoss.org.au/bookrm.htm. This is an introductory guide to program evaluation. It 
provides a range of strategies that can be used by non-specialist evaluators and shows how 
evaluation can be built into busy, everyday practice. 
 
“Evaluating Service Delivery in Human Service Organisations”, Leslie Gevers, 2001. Available 
from Gevers Goddard Jones, Phone (08) 9336 7717. www.ggj.biz. This book provides a step-by-
step approach to the evaluation of human services with an emphasis on processes for continuous 
improvement.  
 
“Measurable Consumer Outcomes”, Jean Roberts & Don Livesey, 1999. Phone 03 9827 7997, 
www.jeanroberts.com.au. An Issue Paper on negotiating and achieving measurable consumer 
outcomes.  
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“Reconnect Action Research Kit”, Phil Crane and Leanne Richardson, 2000. Available from the 
Australian Department of Family and Community Services, Phone 1300 653 227. 
http://www.facs.gov.au/internet/facsinternet.nsf/aboutfacs/respubs/nav.htm#Youth 
This kit provides you with comprehensive information about Action Research and how to 
implement it. 
 
“Basic Guide to Outcomes-Based Evaluation for Nonprofit Organizations with Very Limited 
Resources”, Carter McNamara, 1999. This document provides guidance toward basic planning and 
implementation of an outcomes-based evaluation process (also called outcomes evaluation) in 
nonprofit organisations.  Available free at http://www.mapnp.org/library/evaluatn/outcomes.htm. 
 
Policy Development 
 
“By Definition: Policies for Volunteer Programs”, Linda L. Graff, 1997, Graff and Associates, 
www.lindagraff.ca. This book is a step-by-step ‘how to’ manual on developing policies specifically 
for volunteer programs. 
 
“Policy & Procedures Manual”, Victorian Council of Social Services, 1997. Available from 
VCOSS, Phone (03) 9654 5050. www.vcoss.org.au/bookrm.htm This manual is designed to help 
organisations develop policies and procedures. It includes sample policies. 
 
“Example Policy and Procedures Manual”, Leslie Gevers, 2002. Available from Gevers Goddard 
Jones, Phone (08) 9336 7717. www.ggj.biz. This manual has been designed for use by community 
organisations for setting up their own policy and procedures.  
 
“Model policies and procedures for not-for-profit organizations”, Edward J McMillan, 2003, John 
Wiley & Sons. http://www.johnwiley.com.au/database/titlesearch.cfm.This book helps nonprofit 
organisations develop financial policies and procedures. 
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CHAPTER 7 – WHEN THINGS GO WRONG 
 
Contents 
 
7.1 Conflict And Its Causes 
7.2 Conflict Resolution 
7.3 Prevention Of Conflict 
7.4 A Creative Approach 
7.5 Formal Procedures For Managing Internal Conflict 
7.6 When The Law Is Involved 
7.7 Useful Resources 
 
This section discusses conflicts and disputes that can arise in community organisations, and looks at 
ways of minimising or resolving them in a fair and open manner. Informal and formal conflict 
resolution procedures are described. 
 
7.1 CONFLICT AND ITS CAUSES 
Many people try to avoid conflict at all costs. Others tend to blame someone or something else for 
causing it. These responses do not resolve conflict and may make the situation worse.  
 
Conflict is a normal part of life and there are many issues that could cause conflicts to arise within 
community organisations. Conflict can occur between employees, committee members, ordinary 
members, volunteers, clients or the community.  
 
If not resolved, conflict can be highly destructive. However, committees can take steps to minimise 
potential situations of conflict before they arise or to resolve conflict constructively. The following 
sections discuss five of the most common factors that lead to conflict situations within 
organisations. 
7.1.1 Misunderstandings  
Conflict can arise from misunderstandings about:  
 
• The nature, aims and objectives of a job  
• Differing expectations about how things should be done  
• Work conditions and wages  
• The different responsibilities of management and employees  
• Differences in values, beliefs, needs, or priorities 
 
7.1.2 Poor Communication 
Communication relies on clear and complete messages being sent as well as being received. 
Problems can be reduced by paying attention to how well you send messages and how well you 
receive them. Both managers and workers are responsible for ensuring that these issues are 
considered. There are many ways to improve information flow and communication. Here are some 
suggestions: 
 
• Keep message books/day books  
• Keep policy books which include all policies as decided at meetings  
• Hold regular staff/management meetings for passing on information  
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• Have frequent employee meetings  
• Ensure correspondence is available for everyone to see  
• Distribute minutes of all meetings promptly and widely  
• Ensure there is clarity about what the objectives are and about what decisions have been 
made  
• Ensure decisions are implemented  
• Give everyone time to talk at meetings  
• Try to spend twice as much time listening as you spend talking.  
 
Unclear communication from staff to clients is another common source of conflict. It is vital that 
"house rules" are written down for clients, and that there are no variations in the interpretation of 
those rules. Distressed clients can very quickly become confused and angry if they feel that they are 
not being listened to - especially by those who say they care. 
7.1.3 Lack Of Planning 
Lack of planning often means an organisation moves from one crisis to the next. This sense of 
disorganisation and lack of direction can be stressful and can create many problems including 
misunderstandings. The time spent in planning will be recouped many times over in the more 
efficient use of workers' time, and in real and long-term benefits to clients.  
7.1.4 Poor Staff Selection 
Inappropriate selection of staff can result in ill-feeling and conflict. Feelings of ill-will may be 
increased by dismissing staff members.  
 
While staff conflict problems can never be entirely avoided, they can be minimised with good staff 
selection procedures. Considering existing staff views when approaching staff selection will help 
minimise conflicts in the workplace. 
 
For a more detailed discussion of these issues, see Chapter 5: Volunteers in this manual. 
7.1.5 Frustration, Stress And Burnout 
When people become frustrated or stressed they are more irritable and more likely to create 
conflicts than at other times. It is important to recognise the signs of stress in people's work 
situations in order to prevent burnout. Try to help people identify the causes of work related stress, 
and take steps to change these factors or, better still, try to anticipate possible causes of stress before 
they arise. These factors could include:  
 
• Threats of violence or actual violence  
• Overcrowding or lack of privacy  
• Verbal abuse  
• Dirty or untidy work space  
• Noise  
• Harassment  
• Continual crises  
• Lack of ability to influence the working environment  
• Tension between staff members  
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• Lack of direction from management  
• Criticism and lack of support  
• Poor communication.  
 
7.2 CONFLICT RESOLUTION 
Understanding why conflict arises in an organisation is the first step in dealing with it. Many people 
remain frightened of repeating their past experiences of conflict, so they attempt to avoid or 
"smooth over" conflict without addressing its causes in the hope that it will go away. In such 
circumstances, conflict usually builds up and explodes, which makes resolution much more 
difficult. 
 
If you identify a conflict problem in your organisation, there are processes you can use to help you 
identify possible solutions. It is a good idea to brainstorm ideas in a group situation, without 
criticism or concern as to whether those solutions seem possible or impossible. 
 
Consider the services provided to clients - both the actual service and the way you provide it. Can 
service delivery be made easier on staff and still provide quality assistance? Ask the clients! They 
may contribute useful ideas.  
 
Think carefully about possible solutions. Start with simple solutions. Start small and you will find 
that success in these small ways prompts you to tackle more challenging changes. 
 
7.3 PREVENTION OF CONFLICT 
Good managers will realise that conflict and disputes are part of a healthy organisation. However, 
good managers will also adopt some of the following practices in order to avoid potential and 
unnecessary conflict:  
 
• Conducting conflict resolution workshops  
• Re-arranging hours and shifts  
• Job sharing  
• Making use of volunteers  
• Planning sessions to clarify aims and directions and delegating tasks to various staff 
members  
• Meditation or relaxation  
• Offering time off in lieu within one week of accruing it  
• Conducting regular assessments and reviews  
• Carrying out regular and structured evaluations  
• Preparing an induction package for new workers  
• Encouraging peer review at every level  
• Allowing views to be expressed and listening to those views  
• Creating private, clean and quiet work spaces  
• Giving continual support and encouragement  
• Regularly reviewing organisational aims and objectives  
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7.4 A CREATIVE APPROACH 
It is possible to resolve conflicts so that all sides win. This "creative" approach requires conflict 
resolution to be seen as a joint problem solving exercise rather than a battle. If this "win-win" 
approach is adopted, conflicts may be resolved more quickly and easily than expected. 
 
Don't wait for conflict to build up in an organisation. Make it a ground rule to deal with conflict 
immediately as it is much easier to find solutions to a conflict when it first develops. 
 
The technique known as "mapping the conflict" is about clarification and examination of the 
underlying needs, feelings, fears and anxieties of those involved in a conflict situation. 
 
The following is one example of how the technique can work. Imagine that a particular women's 
refuge is having a problem. During school holidays employees usually bring their children to work 
with them. Jill has worked at the refuge for 18 months and, like other employees, brings her 
children with her during the holidays. However, during the last vacation there has been continual 
fighting between her children and resident children. The mothers have become involved in 
defending the actions of their children while other employees are starting to take sides. 
 
Everyone agrees the situation has become difficult. Accusations are being made and negative 
feelings have become a feature in the refuge. The employees call a meeting of residents and staff in 
an effort to sort out the problem. It ends in a screaming match, with three people in tears and one 
person storming off. 
 
Step 1  Facilitate 
• The employees ask someone to act as facilitator (a person who is seen as neutral in the 
conflict or an outsider - they don't necessarily have to be skilled in conflict resolution).  
• The facilitator sets the scene by talking positively about conflict, explaining "win/win" 
solutions rather than "win/lose". Everyone is encouraged to feel the conflict can be resolved. 
 
Step 2  Mapping  
• The facilitator then draws "a map" of the conflict using a white board or butchers paper with 
the circumstances or features which prompted the conflict summarised in the most neutral 
way possible. The careful use of language that is not inflammatory or judgmental is very 
important.  
• The main people involved in the conflict are listed with their needs and concerns written 
next to their names. The following issues are important:  
• Make sure you list only the needs and concerns which are relevant to the conflict  
• Map the needs and concerns of the main people involved first, then consider other people 
who are not obvious in the conflict but have become involved in the situation  
• For the minor parties, list only their main need or concern. This process helps everyone to 
understand the emotional climate underlying the conflict.  
 
Step 3  Discussion 
• The map is then discussed. Areas of agreement where people have listed the same needs 
become obvious very quickly. People are able to see the feelings and concerns beneath the 
conflict, and to assess whether any are ill founded. This helps to ease the tension, and 
solutions become easier to recognise, with one or two usually standing out. A map of the 
conflict would show that:  
• Most people want to resolve the conflict  
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• Most people have concerns, many of which are unfounded - the residents fear retaliation; Jill 
fears she'll lose her job 
• The solutions appear to lie in dealing with needs of employees (especially Jill) for suitable 
child care during school holidays  
 
Step 4  Solutions  
The search for solutions can be brainstormed by everybody. A list of possible solutions might 
include:  
 
• No employees' children are allowed at refuge (except for emergencies)  
• Jill takes extra holidays during school holiday time  
• The children of employees and residents are kept separated  
• The refuge agrees to help Jill find alternative child care and will negotiate with local 
Vacation Care Programs, etc  
• Everyone works at getting the children to relate better  
 
Some of these possible solutions might be acceptable, others not, but this list is worked through 
until a solution is found that suits everyone. Once the conflict is put on paper the areas of agreement 
are obvious and this helps to encourage people to compromise on disagreements. This process also 
gives space and importance to expressing feelings. This in itself helps people to feel better about 
their involvement. 
 
The group now has control of the conflict, rather than the conflict having control over them. 
 
Step 5  Policy Making 
• Once you have found solutions, it may be necessary to make a policy or a change in 
structure to prevent problems happening again in the future.  
• In the case of our example it may mean writing a policy about how and when an employee's 
children are allowed in the refuge. This should be done in an open forum (which includes 
Jill) and with a spirit that has no suggestion of blame or fault.  
 
Step 6  Trial Period 
• Evaluate your solution to make sure it is practical and really works. The best way to do this 
may be to try it out for a fixed time period, and then review whether it has solved the 
problem.  
• If managers initiate a conflict mapping process, they must be prepared to implement the 
outcomes of that process or will risk inflaming the conflict and enmeshing management in 
the conflict.  
 
7.5    FORMAL PROCEDURES FOR MANAGING INTERNAL CONFLICT 
This section focuses on disputes that occur internally, such as those within management bodies and 
those between staff and management. Another chapter of this manual outlines how to develop 
dispute management procedures to deal with breaches of consumer's rights or consumer 
responsibilities. 
 
The following steps outline how to develop formal procedures for working through internal 
conflicts within a community organisation. 
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Step 1  Policy  
Ask lots of questions and consult with staff, clients and other organisations before you decide on 
and formally adopt rules or policies regarding how disputes will be managed in your organisation. 
Write these down and make it widely known that these are the procedures to follow if and when a 
conflict arises. You may decide to include some of the following ideas:  
 
• Disputes and conflict will be dealt with immediately  
• Time must be made at management meetings, staff meetings or staff/client meetings to deal 
with disputes, or alternatively arrangements should be made to call a special meeting when 
required  
• Disputes are dealt with at meetings according to agreed procedures  
• The consumers of the service are protected at all times from the effects of the dispute  
• Complaints or grievances from people involved in the organisation are raised and dealt with, 
within the organisation as comprehensively as possible  
• Decisions are always made keeping in mind the best interests of consumers and the 
organisation as a whole  
• An outside, neutral person/facilitator will be called in to work with the group to solve the 
dispute if all parties involved agree. 
 
Step 2  Operation 
Once you have decided on some policy guidelines for conflict, you will need to decide on how you 
put these into practice. Here are three possible options that can be used:  
 
• "Conflicts" can become a regular management committee meeting agenda item, giving a 
formal opportunity to raise issues. Alternatively, conflicts can be automatically referred to a 
management committee special meeting which can be set up to deal with them as soon as 
they occur. These meetings deal with the issues according to agreed policies and procedures.  
• A disputes contact person is identified who is acceptable and accessible to everyone in the 
service. Their role can be limited to acting as first point of contact, or can encompass a 
wider role. This person may attempt to resolve the dispute, but whatever is finally decided 
needs to be ratified or agreed to by the entire management committee.  
• A Disputes Sub-Committee is set up by the management committee. In a similar fashion to 
the contact person referred to above, this sub-committee has strict terms of reference and 
acts according to agreed policies and procedures. When attempting to resolve a dispute, the 
subcommittee can be authorised either to make decisions or to make recommendations 
which would be agreed on by the whole management committee at a later date.  
 
Step 3  Process 
Once the policy framework has been set up  detailing the broad rules for dealing with conflicts, then 
establish some procedures that the sub-committee, management committee or the contact person 
will follow. Establish these to best suit your organisation, and include the basic principles of justice. 
The following issues need to be considered for inclusion:  
 
• Fair and clear warnings  
• Clear communication 
• Clear and democratic decision making  
• Appropriate time limits for whatever you decide. 
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To develop procedures to deal with internal disputes, consider these questions:  
 
• How is contact to be made by those involved in the dispute/complaint?  
• Is it verbal or in writing?  
• When is contact to be made regarding a dispute or complaint?  
• Who is involved in the first attempt to resolve the dispute?  
• How is this to be achieved?  
• Does this involve all parties - and if so, together or separately?  
• What are the possible outcomes of this first attempt to resolve the dispute? These might be 
written or verbal warnings, compromises, written and signed contracts, recommended action 
or changes to policy. 
• How are changes to be reviewed at the end of the set period?  
• If the first attempt to resolve the dispute fails entirely, what is involved in the second 
attempt to resolve the dispute?  
• How is the second attempt conducted?  
• What are the possible outcomes of this second attempt to resolve the dispute?  
• What appeal structure should be set up, if required?  
• Set out your formal process clearly in writing. Your process might look something like the 
following example.  
 
If a dispute arises:  
 
• The staff are authorised by the contact person, sub-committee or committee to make the first 
attempt to resolve it and a date (2 weeks) is established to see whether it has been solved. 
• If the review (by sub-committee, contact person or committee) shows that it is not resolved, 
the second attempt to resolve the dispute is dealt with by the contact person, or the sub-
committee or the management committee representatives.  
• If still unresolved, the dispute is taken to the management committee at a general or special 
meeting for a decision. 
• Appeals can occur within the wider management committee and involving outside 
representatives if any of the parties desire.  
 
The Queensland Government Department of Justice and Attorney-General operates a Dispute 
Resolution Branch providing trained mediators who can help parties involved in a dispute to reach a 
settlement that is satisfactory to them all. The mediators act as a neutral third party, clarifying the 
issues, keeping the discussion on course, and ensuring that everyone gets a chance to make their 
point. Mediators do not give advice or pass judgment, and they will help the parties put an 
agreement in writing so its terms are clear. The Dispute Resolution Branch can be contacted on (07) 
3239 6269 (Brisbane area) or free call 1800 017 288 (nationally).  
 
7.6  When the LAW is Involved 
The general policy of the law is not to interfere in the internal decisions of an incorporated 
association. However, in recent decades the judiciary has become involved in several areas of 
internal dispute resolution. This is reflected in the Associations Incorporation Act, which in 
Sections 71 to 73 provides for the intervention of the Supreme Court in certain circumstances. The 
Supreme Court because of its nature usually requires legal representation, delays and expense. Most 
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people avoid relying on the Court as a forum in which to solve internal disputes because of these 
factors. 
 
Section 71(1) of the Act makes the rules of the association a contract between the members from 
time to time and the association. The “rules” are defined in Section 2 as the constitution and 
regulations of the association. There was doubt under the common law whether in a particular 
instance the rules did constitute a contract between the members and the association. This section 
clears up any doubt about this point. 
 
This contract, like any contract, is enforceable by the courts. Section 71(2) specifically allows a 
member who is denied a right conferred under the association’s rules to have the court decide on the 
validity of the decision. This decision by the court is not primarily concerned about investigating 
whether the denial was just or fair in the circumstances, but whether the denial of the member’s 
right was achieved by following the rules of the association and the rules of natural justice 
mentioned in Section 71 (3).  
 
An association may expel a member for what any fair-minded person might regard as unfair 
reasons, as long as the association follows the requirements of its rules and obeys the rules of 
natural justice. The court will not usually interfere with an association’s decision unless the rules 
have not been followed or natural justice has been denied. 
 
Natural justice is the term used by lawyers to describe the rules developed by the common law to 
define the standard of justice required of different bodies - judicial, quasi-judicial or an 
association’s committee. The standards will vary in application depending on the type of body and 
the gravity of the decision for the complainant. While the rules of natural justice seem quite 
complex they are really commonsense rules. These rules are often referred to in the American 
context as “due process”. An association’s management committee or its subcommittees must 
comply in their proceedings with the rules of natural justice. The classic example would be the 
proceedings of the management committee in deciding to admit a new member to the association or 
discipline or to expel a member. The rules of natural justice revolve around several main rules 
which are: 
 
• The right to have notice of the charges brought against you 
• The right to be heard in answer to those charges 
• The right to have an unbiased body hear and determine those charges 
 
While Section 72 gives the court clear power to make a range of orders concerning such matters, 
Section 73 places no requirement on the court to make an order. The court has wide discretion not 
to make an order although the rules of the association may have been breached.  
 
A further factor in the decision to bring a matter to court for adjudication is that the court may 
refuse to award costs to a successful party and may even award costs against a successful party in 
certain circumstances. It is usual practice for a court to award to the successful party the costs of 
bringing the litigation. These costs do not cover all the legal costs that a successful party would 
usually pay, but they cover a substantial proportion. Where the court believes that the matter is 
trivial, or unreasonable in the circumstances, or unreasonable (although not illegal) behaviour has 
added to the matter being before the court, such costs may not be awarded. It is suggested that 
where a party can be shown to reject reasonable negotiations or offers of settlement, the courts will 
order costs accordingly. 
This section should also be read in conjunction with Section 133 of the Associations Incorporation 
Act. This section deals with irregularities in proceedings. The substance of the section is to allow 
the court to declare valid any procedural irregularity such as lack of a quorum, insufficient notice of 
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a meeting or non-observance of a technical meeting rule as long as no substantial injustice has been 
done. The association or an interested person has wide powers for the association or an interested 
person to apply for an order of the court to rectify a technical breach of the rules of the association. 
This and the previously discussed section ought to be contemplated seriously by a potential litigant 
before legal action is embarked on. It has serious financial consequences and reinforces the earlier 
comment that means other than legal means ought to be explored before redress is sought through 
the formal court system. 
  
7.7 USEFUL RESOURCES 
“Getting to Yes: Negotiating Agreement Without Giving In”, Fisher, R. & Ury, W, Penguin 
Books, New York 1983. 
 
“Managing Organisational Communication”, Bordow A. & More E., Longman Cheshire, 
Melbourne 1991. www.pearsoned.com.au. 
 
“Managing the New Organisation”, Limerick D. & Cunnington B., Business Professional 
Publishing, Sydney 1993.  
 
Queensland Government Department of Justice and Attorney-General, Dispute Resolution 
Branch, www.justice.qld.gov.au/mediation/ at 2 February 2005. 
 
“Reframing Organizations: Artistry, Choice, and Leadership”, 3rd Edition Bolman L. & 
Deal T., Jossey Bass, San Franciso, 2003. http://www.josseybass.com/WileyCDA/. 
 
“Justice in Tribunals”, Forbes, J. R. S., The Federation Press, 2002. 
www.federationpress.com.au.  
 
“The Law relating to Non-profit Associations in Australia and New Zealand”, Fletcher, K. 
L., Law Book Company, Sydney 1986. www.lbc.com.au.  
 
“Under New Management”, Dunphy D. & Stace D., McGraw Hill, Sydney 1992. 
www.mcgraw-hill.com.au.  
 
“When Giants Learn to Dance”, Kanter R., Unwin Hyman, London 1990. 
 
“Winning Through Participation”, Spencer L., Kendall Publishing, Iowa 1989. 
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CHAPTER 8 – CONSUMER PARTICIPATION 
 
Contents 
 
8.1 Why Consumer Participation? 
8.2 What Is Consumer Participation? 
8.3 Consumer Participation – How To? 
8.4 Complaints Are Ok 
8.5 The Key Steps In Any Complaints Mechanism 
8.6 Useful Resources 
 
Consumer participation in service delivery is about providing a range of ways for people using your 
service to provide feedback and influence how the service is delivered. The word “consumer” is 
used in this chapter for anyone receiving services, but clients, service users, customers, tenants, 
members and service recipients, are also used in different contexts. 
 
8.1 WHY CONSUMER PARTICIPATION? 
Most community-managed organizations were formed in the 1970s and 1980s, often as a response 
to the inappropriate or inaccessible services provided by large public institutions.  They were often 
small organizations catering to the needs of specific population groups that were neglected by 
traditional and inflexible public services. 
 
This was a period of strong citizen participation and many community agencies developed from 
social movements who advocated consumer rights and highlighted the needs of specific 
disadvantaged groups – people with disability, Aboriginal and Torres Strait Islander peoples, 
women escaping domestic violence, people with mental illness, homeless people, etc. These 
organizations promoted principles of community and consumer participation, advocating strongly 
that ‘mainstream’ service providers need to listen more to their consumers and respond to needs in 
the local community. In some areas – most notably the indigenous and health sectors – consumers 
created and controlled these organizations. 
 
During the late 1980s and 1990s managerialist approaches became popular with funding agencies, 
and the focus of community organizations shifted to case management, individual ‘unit’ costs, and 
competitive tendering for services. Service delivery was preferred to community development or 
advocacy.  
 
Most recently this managerialist agenda has required community organizations meet quality 
standards and engage in continuous improvement strategies. Funding agencies now require 
evidence that organizations have connections to local communities and provide opportunities for 
consumer participation. Funding agreements also require complaint and grievance procedures to be 
implemented by community organizations. 
 
So the reasons for pursuing consumer participation in service delivery are: 
 
• People have a right to participate in, and influence, services that are being provided for their 
benefit 
• A service designed and delivered with an understanding of the views and needs of those 
who are to use it is more likely to effectively meet their needs 
• Consumers are expert in what they need, and have a wealth of knowledge on how best to 
provide services to them and their communities of interest 
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8.2 WHAT IS CONSUMER PARTICIPATION? 
Consumer participation can be a one-off activity (eg seeking consumer input on development of a 
new service) or it can be ongoing (eg a monthly meeting of consumers to provide feedback).  You 
may seek consumer feedback at a number of different levels of the organization: 
 
• At the coal face – between a consumer and their individual worker (eg consumer directed 
support services) 
• At the service level (eg evaluation of service or program) and 
• At the organizational level (eg consumer representatives on management committees) 
 
Finally, the level of consumer participation can also vary across a continuum, from simply 
providing consumers with information about the services available, through consultation processes 
to consumer control.  None of these forms of participation is better than others: it is important, 
however, to be clear on the extent and nature of participation you seek from consumers. 
 
The following table is adapted from a consumer participation project undertaken by the Women’s 
Hospital in South Australia. 
 
Degree Of 
Participation 
(High To Low) 
Explanation Individual Worker Level 
Service Or Program 
Level 
Organisation Or 
Management Level 
Consumer 
Control 
Consumers 
make the 
decisions 
An older person directs 
the activities of their 
home care worker 
 
An activity program for 
older people is created 
and managed by the 
clients themselves 
An aged care facility is 
owned and operated as 
a cooperative of all 
residents 
Partnership Decisions are 
made jointly 
by 
consumers 
and workers 
A youth worker and 
client together identify 
priority issues and 
agree on a plan of 
support to achieve 
these over time 
A team of youth 
workers and homeless 
young people design 
and produce a resource 
guide for young people 
sleeping rough 
The management 
committee of youth 
support service must 
include two client 
representatives, and at 
least half the committee 
members must be under 
25 years 
Consultation Consumer 
views are 
sought and 
incorporated 
into decision 
making 
 
A housing worker 
seeks feedback from 
tenants on their 
satisfaction with the 
support provided 
A meeting is organized 
for tenants and potential 
tenants to provide 
feedback on a new 
funding submission 
Management committee 
has an annual meeting 
with tenants of the 
service to receive 
feedback 
Information 
Seeking 
Workers 
seek 
information 
from 
consumers 
A disability support 
worker asks a client 
about the timing of 
various activities 
during their day 
 
An accommodation 
support service creates a 
suggestion box for 
consumer feedback 
A disability 
employment agency 
undertakes a 
satisfaction survey of 
ex-clients as part of org 
review 
Information 
Giving 
Information 
is provided 
to consumers 
 
A refuge worker gives 
information about 
consumer rights as a 
tenant 
A poster describing 
service standards is 
prominently displayed 
in the refuge 
The decision making 
structure of a crisis 
housing organisation is 
explained to consumers 
 
Table adapted from the Women and Children’s Hospital South Australia, and reproduced at p.37 in 
Consumer Focus Collaboration (2000) Education and Training for Consumer Participation in 
Health Care: Resource Guide  Canberra: Commonwealth Department of Health and Aged Care. 
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8.3    CONSUMER PARTICIPATION – HOW TO? 
There are endless ways of “doing” consumer participation. There are many resources available to 
support organizations embarking on a consumer participation strategy (see below). This manual 
cannot provide a “how to” within one chapter. Instead a list of considerations is presented below, 
and a number of “how to” manuals listed. 
 
• Involve consumers as early as possible in the process 
• Assess your organisation’s capacity – consumer participation often fails to create change 
because the organization does not have the culture, structures or willingness to respond to 
consumer feedback 
• Develop a budget and secure resources – consumer participation is not always a cost neutral 
exercise 
• Ensure your purpose and objectives are clear – seek consumer agreement 
• Document and plan your approach – this provides clarity and enables evaluation 
• Consider different strategies for different groups of consumers 
• Identify the barriers consumers may face in participating and try to address some of these 
(eg place or time of meetings, language/cultural issues, child care/support requirements) 
• Identify the barriers you may face (eg lack of management support, organizational rigidity, 
limited resources, hostile attitudes of some staff to consumer participation) and take these 
into account 
• Review or evaluate your chosen consumer participation strategies against your original 
objectives 
 
Consumer participation has been strongest and most successful in the areas of Aboriginal and 
Torres Strait Islander organizations and health services (particularly for people with HIV/AIDS, 
people with mental illness and women). Resources are often focused on health services, but the 
tools, checklists and strategies they contain can easily be adapted to a range of human services. A 
selection of resources is contained in the Useful Resources section at the end of this chapter. 
 
8.4    COMPLAINTS ARE OK 
Continuous improvement is now the cornerstone of high quality services. Given human services are 
designed for clients, continuous improvement can only occur if you have a broad range of 
mechanisms for client feedback and participation. The first part of this chapter focused on client 
participation.  This section focuses on one form of participation: effective and constructive 
complaints mechanisms. 
 
A quality service does not perceive complaints as a threat to organizational integrity, but sees 
complaints as an opportunity to learn. Complaints are not just OK, they are a key source of useful 
information on which to base service improvements. Quality services encourage and support client 
complaints. 
 
Translating these lofty ideals into practice, however, is not easy. A good complaints mechanism is 
more than just a client leaflet or poster on the wall. Those working directly with clients as well as 
the culture and hierarchy of the organization must support client complaints.  Significant time and 
resources are required to establish an effective complaints policy and procedure and to ensure the 
system works for your clients. Once established, however, client feedback and complaints are likely 
to identify those areas of your service clients most appreciate, and those services they do not value. 
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Key Issues To Consider In Your Complaints Mechanism 
Organisational Support 
There needs to be a strong commitment to the complaints mechanism and to acting on client 
complaints across the organization. This can be achieved by creating the mechanism with clients 
and staff, and then gaining management approval of a complaints policy and procedure. All clients 
should be advised regularly of the existence of the complaints mechanism and be encouraged to use 
it. This support needs to be reinforced by including discussion of the complaints mechanism in the 
induction of new staff and committee members. 
 
A budget for the complaints mechanism and promotional material is required to ensure there are 
sufficient resources to handle complaints. Finally, organizational support needs to be visibly 
demonstrated to clients through the manner and approach of staff, and the design of communication 
methods appropriate to your clients. 
 
Access and Equity   
The mechanism needs to be easily accessible to your clients, and needs to demonstrate fairness. 
This usually requires that clients feel they have been listened to, and that they are clear on what will 
happen once they make a complaint. It also means equity for the person complained about, who will 
receive information about the complaint and be given an opportunity to respond. There should be no 
costs to the complainant – rarely will clients pay to complain! Resources may be required for 
interpreters and other assistance. Your service needs to encourage contact between your clients and 
external advocates, to ensure they can be independently supported through a complaint. 
 
Responsive and Solution Focused  
Complaints are best dealt with quickly with the client advised of the time frames involved (eg 
urgent - within 3 working days, non-urgent - within two weeks). Once the client’s complaint is clear 
and documented, the process should focus on solutions and negotiating solutions. This should occur 
quickly and easily – no delays, or cumbersome procedures – it’s a complaint mechanism, not a law 
court. Your complaints mechanism needs to enable your organization to determine and implement 
solutions. 
 
Accountability and Review  
You need to publicly report on use of your complaints mechanism (eg in your Annual Report) 
including the service improvements and changes resulting from complaints. It is important that 
someone in your organization is named to collect information on complaints so that recurring 
problems can be identified. You may review the mechanism regularly, especially after a “difficult” 
complaint that has challenged your policy and procedure. 
 
8.5 KEY STEPS IN ANY COMPLAINTS MECHANISM 
Some complaints are either very straightforward or very complex. Complaints can be about 
individual workers or other clients, or broad policy issues. Often complaints can be about issues for 
which there is no policy, and so the outcome can be to produce some organizational policy. 
 
Sometimes the first issue a client raises will not be the core complaint, or upon further investigation 
other issues arise. Each complaint is a new journey, and like all good policy and procedures, you 
will want to improve it as you use it. The following is simply a guide to some of the steps involved 
in handling complaints well. 
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Step 1  Identify the complaint 
If a client complains about something and you are able to respond to their satisfaction, there is no 
need to record a formal complaint. Complaints mechanisms should not be invoked to remove 
responsibility from staff to respond flexibly to client needs. However if the client remains unhappy, 
you can offer them a complaints process. 
In resolving disputes it is critical that the complaint is clear, so you will need to: 
 
• Ask the client to explain their concerns to you – be supportive, empathic, and respond to 
their feelings as well as their thoughts 
• After you have listened to them, repeat back what you understood they said 
• Ask the client what solutions they want, how can their complaint be fixed? 
• Document their complaint and proposed solutions, and seek the client’s endorsement that 
this is a true record of their concerns 
• Advise the client what you will do next, and when they will get a response 
 
Step 2  Investigate the complaint 
You will need to share the issues with those implicated in the complaint and seek their responses. 
You will need to involve your manager or someone else in the organization identified to handle 
complaints (eg Committee member). You may need to investigate organizational policy and 
whether there’s any likelihood of the policy changing. You may need to interview other people 
involved and document their perspectives and concerns. 
 
Example: The complaint may be “I’m not happy that you won’t let me into the refuge, even though 
I have nowhere to live.  I don’t think you want young people here.” Investigating this complaint 
will be as easy as obtaining copies of organizational intake, eligibility and service access policies. If 
you don’t have these, you will need to refer to ‘standard practice’ in the organization. One outcome 
of such a complaint is that you will have to document these procedures so you can explain them 
more clearly to other potential clients. 
 
Step 3  Resolve the complaint 
Here the nature of the complaint determines how this can occur. If the issue is about organizational 
policy and procedure, then ultimately the management committee decides. You may wish to engage 
in some negotiation between client and a committee member, as representative of the organization. 
 
Alternatively the complaint may be about the actions of a staff or committee person. Again an 
existing Code of Conduct makes this easier to resolve.  But without this, you might seek to bring 
the complainant and the other person together to resolve the issue.  In some circumstances (eg 
allegations of abuse) this may not be appropriate, and other means of resolution are required. 
 
It is important in this stage of the process to be aware of any power imbalances between the parties, 
and to ensure all participants have the support they require to feel comfortable through the process. 
In some situations a person independent of the organization may be required to facilitate resolution 
of a complaint. It is extremely important that the person taking action on the complaint is perceived 
by all parties as fair and impartial. 
 
Step 4  Report, record and take action 
It is important to document the resolution of the complaint, including all actions the organization 
has agreed to. This is not an opportunity to commit a client to particular action; the complaint is 
about the organization and the organization needs to respond. The client should not be punished or 
penalized as a result of making a complaint – most organizations find this challenging. 
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The record of the complaint should also be referred to the person in the organization responsible for 
reporting annually on the number of complaints etc. Finally, all these documents should be kept to 
ensure the privacy and confidentiality of those involved. 
 
8.6 USEFUL RESOURCES 
Consumer Rights 
The National Resource Centre for Consumer Participation in Health provides an invaluable resource 
on consumer participation. You can download a large variety of resources on consumer 
participation from their web site www.participateinhealth.org.au. 
 
Particularly recommended are publications in the Consumer Focus Collaboration series, particularly 
Improving health services through consumer participation: a resource guide for organizations. 
 
Consumers' Health Forum (CHF) is the leading national organisation providing a voice for all 
Australian health consumers. CHF nominates and supports consumer representatives on 
government, industry and professional committees. 
www.chf.org.au  
 
Partnerships Online covers the processes of community participation and building partnerships 
between different interests. 
www.partnerships.org.uk/part/index.htm 
 
Health Issues Centre - Non-government health policy and research centre with resources. 
www.healthissuescentre.org.au 
 
Our Community 
Good web site for general resources on community development and capacity building. 
www.ourcommunity.com.au 
 
Resolving Disputes - Dispute Resolution/Compliant Policy Documents 
Queensland Aids Council 
http://www.quac.org.au/aboutus/policies/ 
 
Lifeline Community Care  
http://www.facs.com.au/training/documents/RTO_P10_greivance.pdf 
 
Endeavour 
http://corporate.endeavour.com.au/info/info.asp#complaints 
 
Queensland Advocacy Inc Complaints System Operating Manual (refer Appendix B) 
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CHAPTER 9 – CULTURALLY INCLUSIVE SERVICE DELIVERY 
 
Contents 
 
9.1 Why Should Your Organisation Be Accessible? 
9.2 Barriers To Participation  
9.3 Developing Your Cultural Inclusion Strategy 
9.4 Evaluating Your Strategy 
9.5 Useful Resources 
 
This chapter is designed to assist you to build an inclusive organisation accessible to everyone who 
is eligible including people from culturally and linguistically diverse backgrounds. It explains:  
 
• Barriers to participation  
• Key issues for building a culturally inclusive organisation 
• How to monitor and evaluate your performance in achieving this goal 
 
9.1    WHY SHOULD YOUR ORGANISATION BE ACCESSIBLE? 
Nearly one in four Australians is an immigrant from a non-English speaking background or the 
child of an immigrant from a non-English speaking background. This means that Australian society 
is very diverse culturally, ethnically and linguistically. In Queensland there are over 120 different 
ethnic communities. This diversity presents a challenge to government and community to deliver 
services in ways that are relevant, meaningful and easily accessed by all Australians from whatever 
background. 
 
To meet this challenge, laws have been enacted in Australia to address the barriers arising from 
characteristics such as racial, cultural, religious and language backgrounds. At the same time, 
strategies have been developed to positively portray different ethnic communities and assist them to 
express and maintain their cultures. These initiatives demonstrate the commitment of government to 
promote equality in a culturally diverse society.  
 
In 1998, the Queensland Government introduced the Multicultural Queensland Policy and a new 
Multicultural Policy – making a world of difference was launched in January 2005. This policy is a 
new blueprint for how to best manage cultural diversity to promote economic and social well-being. 
For more information on this policy and its application see Multicultural Affairs Queensland at 
http://www.premiers.qld.gov.au/library/pdf/MAQpolicy05.pdf. 
 
State and Federal government departments are now required to ensure that the programs they 
provide service the entire range of potential clients. This process has been called mainstreaming - 
ensuring that all services provided or funded by government are culturally inclusive. Departments 
are also using other ways such as developing multicultural sensitive funding requirements, 
conducting community education and awareness training for communities to access mainstream 
services. Organisations should respond to cultural diversity in their communities for many reasons, 
including:  
 
• Social justice obligations, as reflected in government policies and international treaties  
• Rapidly increasing numbers of people from different cultural and linguistic backgrounds  
• The disproportionate number, in some cultural groups, of people experiencing social 
exclusion and a high need for social services, particularly Aboriginal and Torres Strait 
Islander people 
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• Community aspirations such as multiculturalism and self-determination 
• The requirements of funding bodies  
• Requirements of legislation such as the Racial Discrimination Act 1975 and the Anti-
Discrimination Act 1991, which prohibit discrimination on the basis of a range of attributes 
including race, religion or political belief  
• Maximization of diverse skills and knowledge through community engagement 
 
9.2 BARRIERS TO PARTICIPATION  
People face all sorts of barriers when they need assistance from a community service. In particular 
many people from culturally and linguistically diverse backgrounds face attitudinal, cultural and 
linguistic barriers. Some barriers include:  
 
Promotional issues  
• Unable to access information about the organisation (e.g. access to particular media or 
contact points, language difficulties) 
• Inappropriate promotional activities (e.g. gender issues, use of alcohol) 
• Inappropriate images (e.g. Aboriginal sensitivities about deceased persons being portrayed 
or named) 
 
Communication issues 
• Being unable to effectively communicate with staff without depending on interpreters, 
family or friends. 
• Feeling uncomfortable communicating in limited English 
• Literacy problems (e.g. documents only in English, unable to read in one’s own language) 
• Differences in meaning for common words 
• Cultural misconceptions and stereotypes  
 
Structural issues 
• Lack an understanding within the organization of cultural differences  
• Staff all drawn from the same ethno-social group 
• Decision-making systems that pre-suppose a particular ethno-social background 
• Timing of meetings and activities 
• Inappropriate service delivery (e.g. using non-accredited interpreters for formal purposes) 
 
Trust issues 
• A bad personal experience with organizations of authority in the country of origin (e.g. 
cultural oppression  or genocide of minority groups) 
• A fear of community service providers (e.g. Aboriginal experience under Australia’s 
Assimilation Policy) 
• Concern about confidentiality (e.g. sharing personal information with other agencies and 
government departments) 
• Lack of sensitivity and respect for difference 
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To remove these barriers and ensure that your organisation is accessible across cultural boundaries 
you need to develop a cultural inclusion strategy that addresses every aspect of your organisation. 
Multicultural Affairs Queensland has a Community Relations Resource Kit at 
http://www.premiers.qld.gov.au/library/pdf/comm_rel_kit.pdf which sets out a framework for 
developing culturally inclusive services and includes some excellent case studies of organizations 
that can be used as benchmarks for your own organization. 
 
9.3 DEVELOPING YOUR CULTURAL INCLUSION STRATEGY 
The first step to developing your cultural inclusion strategy is to identify the cultures that make up 
your community of interest. You will need to develop a separate set of protocols for each ethno-
cultural group. As well as cultural differences, the degree of local co-ordination and resourcing in 
the different ethnic communities will shape each set of protocols. For example, the presence of an 
indigenous agency offering similar services might mean you will offer a referral or complementary 
service for their community members rather than create a direct service as you might for another 
cultural group without such a service. 
 
The Australian Bureau of Statistics has demographic statistics for your area that will identify the 
significant cultural groups, as does Multicultural Affairs Queensland on 
www.premiers.qld.gov.au/multicultural and the Department of Immigration and Multicultural and 
Indigenous Affairs (DIMIA) at http://www.immi.gov.au/multicultural/links.htm. 
 
It is important to remember that ethnic origin is only a part of the nature of a culture. Aboriginal 
communities, for example, are very diverse. People of the same religion but from different regions 
or countries usually interpret their religious obligations differently. Likewise people from the same 
country but of different religious beliefs may have significantly different cultural patterns. 
Therefore, to develop a successful cultural inclusion strategy, the first step is consultation.  
 
The form of your consultation meetings will vary depending on the culture in question however the 
first step is to arrange an introduction to the acknowledged community leaders. To do this you need 
to make contact with a local cultural group, explain your purpose and ask for them to arrange an 
introduction. Multicultural Affairs Queensland can provide advice about the standing of particular 
organizations. When meeting with community leaders, show respect by involving your Chairperson 
or President as well as your most senior staff.  
 
Meeting with identified community leaders is important and it may also be necessary to link with 
some of the key community networks through focus group consultations with grassroot members 
and multicultural service providers. 
 
• Ask for support and advice on the agenda and decision-making process and, if appropriate, 
seek their permission and participation 
• Remember to use the social marketing approach in which the question is not ‘how do we get 
people to join our organization or use our service?’ but rather ‘how do we develop our 
organization and services to meet the perceptions and needs of the people? 
• Use a facilitator with the relevant cultural experience and community respect  
• Hold the meeting at a place that the people frequent rather than in your own premises 
• Take formal minutes of the meeting, printing them in both languages if appropriate, and 
ensure everyone receives a copy 
 
Implement the recommendations or, if that is not possible, inform people of the reason. Invite 
participants to evaluate the consultation process using some of the methods mentioned in Chapter 5. 
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Finally, remember that consultation is an on-going process and build regular consultation meetings 
into the organisation’s annual work program. 
 
Before you can begin to work with people from another culture it is important to ensure that staff 
and volunteers learn some fundamental rules that apply in most cross-cultural settings. Multicultural 
Affairs Queensland provides limited cross cultural training at various times in major centres across 
the state (see contact details at the end of this chapter) and a number of private trainers offering this 
service can be found in the telephone book or through your peak organization. 
 
This training should be supplemented with information on communications protocols for the 
relevant cultural group if these are available. Multicultural Affairs Queensland has an on-line 
communications protocols for working with Australian South Sea Islanders which can be found at: 
http://www.premiers.qld.gov.au/apps/assi/comunication/index.htm 
 
The Department of Aboriginal and Torrens Strait Islander Policy has a similar resource for working 
with Aboriginal and Torres Strait Islander people at:  
http://www.indigenous.qld.gov.au/resources/cultures.cfm 
 
Community Cultural Development New South Wales has an excellent set of protocols for working 
with the Indigenous Community in Western Sydney called Respect, Acknowledge, Listen on: 
http://www.ccdnsw.org/ccdnsw/artwork/ 
 
All of these documents address key communication issues such as language, time use, decision-
making, and issues of trust specific to each cultural group. 
 
Cross Cultural training is a life-long learning process and it is important to provide regular update 
sessions for staff. This can be achieved by using guest speakers from relevant communities, 
discussing topical cultural or racial issues, exploring the nature of racism or social isolation, or 
presenting a report from monitoring an appropriate media site such as Infokoori at: 
http://www.sl.nsw.gov.au/infokoori/about.cfm 
 
A culturally inclusive organization is one which people from different cultures acknowledge as a 
part of their own community. Such a sense of ownership can only be developed through the active 
and visible participation of community members in the organization at all levels, not just as 
consumers of a service. 
 
To achieve this you will need a positive recruiting policy for Board/Committee members, 
volunteers and staff. The policy will need to include a range of methods of informing people of 
opportunities to participate. Relationship marketing can be highly effective but it is selective. It is 
important therefore to have a fair and transparent nomination and selection process for key 
positions. If appropriate, you might reserve a seat on the Board for a member of a particular cultural 
community in a similar way to reserving a position for a funding body. This will need to be 
included in your constitution and the wording checked against the Anti-Discrimination Act. 
Alternatively, you may set up specific reference groups or committees to monitor and develop 
service delivery practices and participation opportunities that are culturally relevant.  
 
The organizational environment needs to be friendly and welcoming with signs, posters, telephone 
messages and web pages in appropriate languages. A private waiting room may be necessary when 
serving some communities. Again, discuss these needs during your consultation meetings. 
 
Participating in the cultural life of the community and visibly respecting the culture are critical to 
gaining access to a community. Attend, participate and support major cultural events by including 
them in your own promotional activities, having an information booth, or providing sponsorship or 
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volunteers. Likewise, involve your ethnic communities in your own organization’s activities. Every 
community organization should acknowledge the traditional land owners at any significant meeting 
and community elders and cultural rituals should be included in any public event. See Respect, 
Acknowledge, Listen on http://www.ccdnsw.org/ccdnsw/artwork for the format for acknowledging 
traditional owners. 
 
Build and maintain your links with the local ethnic and multicultural community groups. Look for 
ways in which you can work together. Consider signing Memorandums of Agreement that set out 
the nature of your agreement and the obligations of each organization. An alliance with a respected 
ethnic organization is an excellent recommendation to their community. For assistance in drafting a 
Memorandum of Agreement see Companion Tool Guide for Integrated Governance on the 
Department of Communities website at: 
http://www.communities.qld.gov.au/department/resources/index.html 
 
Make sure all your significant documents address multicultural issues. Ensure your written policies 
include access and equity principles and that these are also reflected in your Constitution, mission, 
objectives and strategic plans. Ensure these policies are publicly displayed and that all staff 
understand what they mean and how to apply them. 
 
A culturally inclusive organisation has a multicultural staffing policy. The first step in attracting, 
retaining and supporting staff and volunteers from minority cultures is to build your recruitment and 
employment policies and practises around the equal employment opportunity and the anti-
discrimination legislation. The New South Wales Director of Equal Opportunity in Public 
Employment has a comprehensive list of legislation (including Queensland) and resources to help 
you do this at http://www.eeo.nsw.gov.au/links/links.htm#anchor134536. 
 
If a significant part of your client group is drawn from a particular culture, consider a positive 
employment program. Develop employment strategies that target a percentage of personnel from 
the relevant cultural community and include these in your employment advertising. Do this for all 
vacancies, not just positions involved in service delivery to the identified community.  
Acknowledge and remunerate a second language and cultural knowledge as a valued skill. Include 
community representatives on interview panels when selecting staff and advertise through culturally 
specific mediums and networks. 
 
Be mindful of any kinship obligations, taboos or tensions for workers and consider providing 
external mentoring and support from one of the culturally specific organisations in your network. 
Ensure that your internal communication systems are appropriate and inclusive and that your 
grievance mechanisms for industrial disputes identify specific support mechanisms and are fully 
understood. 
 
Your induction procedure for all members of your organisation should include culturally 
appropriate information and staff should be trained in cross cultural awareness, multiculturalism, 
and the use of telephone and on-site interpreter services. Multicultural Affairs Queensland provides 
limited training in working with interpreters. Where accredited interpreters are not readily available, 
consult professional authorities such as NAATI (National Accreditation Authority for Translators 
and Interpreters) www.naati.com.au and AUSIT (Australian Institute of Interpreters and 
Translators) www.ausit.org to identify appropriate alternatives.  
 
The Queensland Government Language Services Policy states that all Qld Government agencies 
should engage professional interpreters whenever necessary so if you receive funding from a 
government department they may also be able to help you. Another option is to negotiate access to 
bi-lingual workers in your Memorandums of Agreement with culturally specific organisations. If 
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you choose this option be sure that the client has a number of interpreters to choose from as issues 
of confidentiality and kinship may limit choice for some. 
 
An important issue in your consultation is to identify and remove any barriers to access including 
the way people might perceive your organization. Find out what information people need in order to 
be informed and what media systems they access. Established ethnic and Aboriginal and Torres 
Strait Islander communities generally have their own information distribution systems or a 
prominent organisation may have a newsletter that is widely read. 
 
Aboriginal and Torres Strait Islander communities, and many ethnic communities, have an oral 
tradition and may prefer to receive their information face-to-face in the form of dialogue, stories or 
theatre. An ethnic radio station such as 4EB or 4AAA could be useful here. In some cases, you may 
need to prepare separate brochures and leaflets that are culturally specific and use culturally 
relevant symbols and images. In this case it is best to have the material proof read by someone in 
authority and be sure to gain permission and offer payment for any artwork. 
 
Some of the other barriers that may exclude people from different cultural and linguistic 
backgrounds are lack of transport, the need for appropriate child care, hours of activities, etc. These 
should also be identified in the consultation process and solutions collectively developed. 
 
The first step in developing any service is social research. The methodology for this and links to 
websites can be found in Chapter 1 of this Manual. The consultation meeting outlined above can 
also provide you with issues of community concern and suggestions for ways for your organisation 
to address them. Including people from culturally and linguistically diverse backgrounds in the 
decision-making of the organisation and among staff and volunteers will assist you to interpret 
those concerns into appropriate services and programs as will your Memorandums of Agreement 
with key cultural organisations. 
 
With these structures in place it is possible to design generic programs that are culturally and 
linguistically inclusive. Generally, these will be open-ended, adaptable, and flexible and designed to 
provide a suit of options for clients to mix and match to develop a personal service program suitable 
to their individual needs. In some instances it is appropriate to record this in personal service 
agreements. Protocols for using interpreters will need to be in place and outreach workers and 
bilingual workers from the relevant communities may also be required. 
 
Sometimes it will be necessary to develop and deliver some ethno-specific programs and this should 
be done in consultation and through the framework of your Memorandums of Agreement with the 
relevant cultural organisations if possible. In these programs, participation and community building 
are likely to be critical activities.  
 
Whatever the program, it is important to recognise that some time may be required to build trust 
before individuals may be willing to discuss their needs. This may take several interviews. Keep 
interviews informal and, if possible, have your first meeting in a setting with which people are 
familiar rather than an unknown office which can be intimidating. Be sensitive about home visits as 
these too can be threatening for some people particularly Aboriginal and Torres Strait Islander 
people. 
Confidentiality and privacy are key issues in all services but particularly in cross-cultural settings. 
Always ask permission before acting on anyone’s behalf or sharing their information and report 
back to them when you have done so.  
 
If you use service agreements be sure people understand what constitutes a breach of the agreement 
and the consequences. Service agreements should also include appropriate and accessible 
mechanisms for making and responding to complaints about the service. Spend time discussing 
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consumer rights and obligations and check that your consumer rights policy and documents are 
culturally inclusive.  
An important part of your social research is to develop and maintain information about the use of 
your services by people from different cultural and linguistic backgrounds.  This should be analysed 
and reported annually in preparation for the Annual Report and any strategic planning process. 
 
Signing a formal document can be a frightening or non-traditional experience for many cultural 
groups, including migrants/refugees.  In particular, clients who have had negative past experience 
with Government officials from overseas or in Australia may not feel comfortable with this process. 
If so, this will hinder the development of trustful relationships. If appropriate, develop culturally 
specific forms or collect the information progressively over a number of interviews rather than risk 
appearing to interrogate them. If another service is involved, ask the person to give you permission 
to access the information from that source rather than asking all the questions again. 
 
9.4 EVALUATING YOUR STRATEGY 
Having developed your policies, programs and services it is important that they are regularly 
reviewed, monitored and evaluated. Refer to Chapter 6 “The Evaluation Process” for information 
on how to do this. Some questions to ask in this process might include:  
 
Barriers    
• What have we done to identify and address the barriers to people from ethnic and Aboriginal 
and Torres Strait Islander communities using our service?  
• How successful have we been?  
• How effective is our data collection in substantiating this? 
 
Consultation  
• How many and what types of consultation meetings have been held? 
• How many people have participated? 
• What has been achieved as a result? 
• What has been requested at consultation meetings that has not been delivered and why? 
• What is the cost/benefit ratio of consultation meetings? 
 
Participation 
• How many people from ethnic and Aboriginal and Torres Strait Islander communities 
participate in our organization and in what positions? 
• What cultural sensitivity training have we provided or accessed and who attended? 
• What, if any, grievance reports have been brought under our cultural inclusion policy? 
 
Networking 
• How may culturally specific organizations have Memorandums of Agreement with us and 
what do they provide?  
• In what ways have we interacted with the key ethnic and Aboriginal and Torres Islander 
communities? 
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Service delivery 
• How many people from ethnic and Aboriginal and Torres Strait Islander communities have 
used our services and what services have they accessed? 
• Why do they leave? 
• What changes have there been to our service approach, procedures or written policies to 
improve the quality and relevance of these services? 
• What, if any, complaints have been received that are relevant to our cultural inclusion 
strategy? 
 
Be sure to consult widely in your evaluation and to make your finding public, particularly to the 
people you seek to serve. Even negative results are valuable. Your willingness to disclose will build 
trust and may attract the support you need to achieve your goals of equity and inclusion.   
 
9.5   USEFUL RESOURCES 
Multicultural Affairs Queensland (MAQ) 
Phone:  07 3224 5690 
Fax:  07 3224 5691 
Email:  maq@premiers.qld.gov.au 
Web: http://www.premiers.qld.gov.au/multicultural 
 
Local Area Multicultural Partnership (LAMP) workers at various local government councils 
Contact details can be obtained from Multicultural Affairs Queensland listed above. 
 
Statewide Transcultural Training and Resourcing Program (STTAR)  
Phone:  07 3861 1022 
Fax:  07 3861 1101 
Email:  access-e-subscriptions@access.diversity.net.au 
 
Ethnic Communities Council Of Queensland (ECCQ) 
Phone:  07 3844 9166 
Fax:  07 3846 4453 
Email:  administration@eccq.com.au  
Web: http://www.eccq.com.au 
 
Multicultural Centre for Mental Health and Well-Being Inc. 
Phone:  07 3891 7911 
Fax:  07 3891 7922 
Email:  adminemhp@optusnet.com.au 
 
Anglicare Refugee and Migrant Service (ARMM) 
Phone:  07 3395 3114 
Fax:  07 3843 4962 
Email:  armm@powerup.com.au 
 
Australian South Sea Islander United Council 
Phone:  07 4159 7281 
Fax:  07 4159 7740 
Email:  sal_yowyeh@interworx.com.au 
 
Australian Bureau of Statistics  
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http://www.abs.gov.au/ausstats/abs%40.nsf/ausstatshome?OpenView 
 
National Accreditation Authority for Translators and Interpreters Ltd (NAATI) 
Phone:  08 8410 5233 
Fax:  08 8410 5235  
Email: adroff@naati.com.au 
Web: http://www.naati.com.au/ 
 
Queensland Program of Assistance to Survivors of Torture and Trauma 
http://www.qpastt.org.au/ 
 
Department of Immigration and Multicultural and Indigenous Affairs 
http://www.immi.gov.au/ 
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CHAPTER 10 – RISK MANAGEMENT 
 
Contents 
 
10.1 What Is Risk Management?  
10.2 Introducing Risk Management Into Your Organisation 
10.3 Assessing The Risks 
10.4 Ranking The Risks 
10.5 Responding To Risks 
10.6 Insuring Against The Risks 
10.7 Implementing Your Risk Management Plan 
10.8 Ongoing Risk Management 
10.9 Useful Resources  
 
This chapter explains the concept of risk management and describes some practical strategies to 
assist organisations to manage the risks they face. While the principles discussed are relevant to all 
community organisations, the strategies will be most appropriate for small to medium agencies. 
Larger organisations will probably need to go into more detail than that provided here and may go 
so far as making risk management the sole or prime duty of a staff member. 
 
10.1 WHAT IS RISK MANAGEMENT? 
Risk is a reality for all of us. Each day, in the normal course of our lives, we risk: 
 
• Injury to ourselves or others  
• Loss or damage to our and others property 
• Having legal action taken against us for things we do or fail to do 
 
These risks can be managed in many ways. Think about what most of us do when we enter an 
unfamiliar setting. We tend to look around where we are to see what, if any, risks we are facing. If 
we identify a risk we will generally assess its probability and likely impact. Most of us are prepared 
to run risks that have a low probability and only minimal consequences. As the likelihood or 
seriousness of effects increases, we become increasingly concerned. Those risks that concern us 
most are those that are likely to happen and which would also have quite serious effects. 
 
Once we have identified a risk and have an idea of its probability and likely impact, we need to 
work out our response to the risk. One strategy we use to respond to some risks is to simply avoid 
them. For example, one good way of reducing or eliminating the risks associated with smoking 
tobacco is to simply stop smoking.  
 
A second way of dealing with a risk is to transfer it to someone else. For instance, while it might be 
possible - and cheaper - for most of us to install a television antenna on our own roofs, most of us 
perceive the risk of falling to be sufficiently great that generally we will get a tradesperson to do it. 
 
Another approach is to control things like the frequency or extent of loss arising from a risk. Loss 
control measures include seat belts in cars, fire alarms and sprinklers in buildings, and keeping 
copies of important documents. 
 
Insurance is another common way in which we respond to risk. Life insurance, property insurance 
and public liability insurance are all ways that we insure ourselves against the risks that we face. 
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Finally, people may choose to retain risks, eg there is a risk that you might catch a cold if you get 
wet from the rain. People whose health is otherwise fine might be prepared to accept that risk, while 
those whose health is not so fine, or who otherwise wish to avoid catching a cold, will take 
measures to avoid catching a cold. Risk retention is an acceptable strategy particularly for those 
risks which are both unlikely to occur, and of only minimal severity. 
 
10.2 INTRODUCING RISK MANAGEMENT IN YOUR ORGANISATION 
The types of strategies outlined above are ways that we manage risks in our own life. They can also 
be used for managing risks in your organisation. This material will show you how to develop and 
implement a risk management plan through: 
 
• Identifying the risks your organisation faces 
• Assessing the probability and likely severity of those risks 
• Developing strategies for managing those risks 
• Implementing and monitoring your risk management plan 
 
The ideas provided here will assist your organisation in managing its risks across a range of areas. 
A risk management plan can be applied to areas such as human resource management, control of 
your organisation's stock and property or choice of insurance policies. In fact, risk management 
principles can be applied anywhere that a risk exists. 
 
Your risk management plan will need to be regularly reviewed and updated. Risks, and the 
strategies available to manage them, change over time. For example, the mass marketing of low cost 
fire alarms has provided an affordable addition to the range of strategies available to manage the 
risk of fire in the home. Likewise, new ventures, changed legislation, altered work practices, a 
change in staffing, and so on, can all affect the range of opportunities and risks you face. Your risk 
management plan needs to be kept up to date to reflect such changes. 
10.2.1  Getting Started 
Risk management is a management committee responsibility. The management committee has the 
ethical, and in most cases, the legal responsibility for what happens within the organisation they 
govern. As a first step, the management committee can form a small working group to develop a 
risk management plan. To ensure that the broad ranges of interests within the organisation are 
considered, the working group should include at least one staff member and one member of the 
management committee. While the working group will be responsible for developing the risk 
management plan, the management committee should oversee the process and make the final 
decisions required to implement the plan. 
 
You will find a number of templates and forms for this process in Useful Resources at the end of 
this chapter, such as “Risk Management Introduction – Queensland Government” and “Running the 
Risk? A Risk Management Tool for Volunteers Involving Organisations” by Volunteering Australia. 
10.2.2  Identifying The Risk 
The types of risks your organisation could be exposed to include: 
• Loss, theft or damage to property 
• Loss of life or damage to health 
• Breaches of corporate duties by an organisation or its officers  
• Breaches of other laws  
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• Professional negligence  
• Loss of your organisation's good name 
 
Listed below are a range of steps which a risk management working group could use to identify the 
risks your organisation faces. The Risk List (Fig. 1) is a useful way to begin documenting what you 
find out as part of your risk management plan. As you identify the various risks your organisation 
faces, write them in the first column of the list. The purpose of the other four columns is explained 
later in this chapter. 
10.2.3  Inspecting The Site  
Look around your work place. What potential risks can you find? Look at the workplace from the 
perspective of the different people who use it. Are there hazards for children, older people or people 
with impaired sight? What are the fire hazards? Are there loose electrical connections, or damaged 
furniture? How hot is your hot water, and how accessible is it to children? Take some photos, 
perhaps even a video if you can, and study it closely. It's a good idea to have a couple of people do 
the site inspection, so that you can compare notes. 
10.2.4  Reviewing Your Organisation’s Work Practices 
The activities carried out in your organisation will have varying degrees of risk. Do staff members 
work with potentially dangerous clients?  Is staff required to perform physical activity which may 
result in injury (for example, lifting clients)? Is your organisation's work particularly stressful? Is 
staff required to do a lot of driving, and if so, are they using their own cars, your organisation's cars 
or both? 
 
Review your work practices from the perspective of other people who use your service. Are clients 
exposed to risks from other clients, people off the street, or from other sources? What about 
volunteers and management committee members?  
10.2.5  Explore Your Legal Exposures 
Your organisation may be exposed to a number of legal risks associated with issues such as 
workplace health and safety, liability to clients, judiciary duty or anti-discrimination legislation. 
Other chapters in this manual explore a number of these issues in more detail. 
10.2.6  Do A “What If” Analysis  
For example, what if: 
 
• Your organisation's coordinator or manager had a serious accident tomorrow? 
• Your organisation's files were burnt or stolen? 
• You discovered someone had embezzled several thousand dollars? 
• There was a major industrial accident? 
• Industrial action was taken? 
• Racial discrimination occurred in the workplace? 
• Your organisation was sued? 
 
10.2.7  Talk To Staff  
The people who do the work often have the best idea of the risks the organisation faces. Talking to 
the staff can occur through individual interviews, raising the issue of risk at a staff meeting, or 
having specially structured sessions. 
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10.2.8  Brainstorm  
Get as many staff, volunteers, and management committee members along for a brainstorming 
session. Write up every suggested risk. 
 
Fig. 1 Sample Risk List and Examples of Risks 
Risk Likelihood Severity Category Actions 
Theft of office equipment     
Loss of hard disk data     
Damage to vehicles     
Injury to volunteers     
Fire in the office     
Breach of Anti-Discrimination Act     
 
10.3    ASSESSING RISK 
Assuming the working group has done its job, you will have generated a long list of risks covering 
everything from someone stealing the petty cash, through to what would happen if your 
organisation was sued by one of its clients. The task now is to assess those risks according to how 
likely they are to occur, and how severe the consequences would be if they did occur. A useful 
approach is to use four categories of severity and four categories of likelihood. The four categories 
of severity are:  
 
• Disastrous risks  
• Very serious risks 
• Serious risks  
• Minor risks  
 
The four categories of likelihood are:  
 
• Almost certain  
• Very likely  
• Likely  
• Unlikely 
 
The following section explains in some detail what each of the categories of risk severity entails. 
10.3.1  Disastrous Risks  
The most serious risks include those that would result in death or serious physical injury. For 
example, while the likelihood of a staff member being killed by a client is low, it could happen and 
it is a risk which organisations should take into account. 
 
Other very serious risks are those that would put your organisation's future survival in jeopardy. 
Organisations which rely heavily on public donations or volunteers would probably suffer a serious 
financial setback if their reputation was harmed for some reason. Similarly, poor financial controls 
can lead to situations where an organisation goes into liquidation.  
 
Finally, people within your organisation face a range of personal liabilities by virtue of their 
involvement in the organisation. Staff providing professional advice, and board or management 
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committee members, can potentially be sued for negligence if they are derelict in their duties. As 
well, under a number of laws, directors can be held liable for the actions of their organisations. 
10.3.2  Very Serious Risks  
Next we have those risks that would result in a major reduction in the level of service your 
organisation can provide, or which would require a very significant use of your organisation's 
resources to recover from. Loss of premises, destruction or theft of essential files or vital equipment 
might all be included under this heading. For organisations which have responsibility for the care of 
at-risk groups of people, very serious risks might include the risk of repetitive abuse of clients by 
one or more staff members. 
10.3.3  Serious Risks  
Serious risks include those that would result in a noticeable impact on your organisation, and which 
would require a significant use of your organisation's resources to recover from. Examples of 
serious risks include theft or damage to non-essential equipment, or the unanticipated long term 
absence of a senior member of staff. (For a small organisation, such an absence might even be an 
example of a very serious or disastrous risk.) Another serious risk could be the risk of staff or others 
breaching the confidentiality of a client. 
10.3.4  Minor Risks 
These are risks which are easily covered in the day-to-day running of the organisation. Examples 
include minor theft of petty cash, accidental breakage of cheap office equipment, and so forth. 
 
Use the categories outlined above (or create your own if you like) to go through the Risk List and 
fill in the columns `Severity' and `Likelihood'. Use the following code when filling out the columns. 
 
D for Disastrous 1 for Almost certain
V for Very serious 2 for Very likely 
S for Serious 3 for Likely 
M for Minor 4 for Unlikely 
 
10.4 RANKING THE RISKS 
Having assessed the severity of risk and their likelihood, the next task is to begin putting them in 
some order. This section describes a way to rank and compare the various risks you have identified. 
Using the following matrix, go through each of the risks you have identified and determine its 
category (A, B, C or D). Then enter these categories onto your Risk List. 
 
 
 
Categories of Risk 
After filling out the Risk List, you might find it easier to redo the list, grouping together each 
category of risk. You might also find it easier to visualise the list if you use a highlighting pen to 
Likelihood/ 
Severity 
Almost 
Certain Very Likely Likely Not Likely 
Disastrous A A A B 
Very Serious A A B C 
Serious A B C D 
Minor B C D D 
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indicate the different categories of risk - say, red for category A, yellow for category B and blue for 
category C. 
 
Risk List with Examples of Likelihood, Severity and Categories  
The chart below illustrates this process. It is not intended to be an exhaustive list; rather it gives a 
few examples of some common risks faced by organisations, the category they might fall into and 
their possible severity. 
 
Risk Likelihood Severity Category Actions 
Theft of office equipment B C B  
Loss of hard disk data B B A  
Damage to vehicles C C C  
Injury to volunteers D A D  
Fire in the office C A A  
Breach of Anti-Discrimination  Act B C B  
 
10.5    RESPONDING TO RISKS 
The final step in preparing your risk management plan is to develop a response for each of the risks 
you have identified. This section explains how this can be done. Starting with category A risks, go 
through the Risk List and develop responses to each of the risks that you have identified. (Note: 
each risk in categories A, B, and C should have at least one response, but may have more!) 
 
In working out your responses, think about the following approaches to dealing with risk:  
 
• Avoiding The Risk  
• Transferring The Risk  
• Controlling The Risk 
• Insuring Against The Risk 
 
These four approaches are discussed in more detail below. 
10.5.1  Avoiding The Risk  
One way to reduce risk is to stop doing whatever it is that creates the risk. For example, many 
organisations use cheques or direct deposits to avoid risks associated with having large amounts of 
cash on the premises. Some organisations have informal practices where blank cheques are signed 
by one co-signatory, with the other co-signatory filling out the details at a later stage. Sensible 
organisations, and people who countersign cheques, invariably avoid this practice. 
10.5.2  Transferring The Risk  
Risk transfer occurs when you get someone else to bear the risk for a particular activity. For 
example, a child care centre might seek to transfer the risks associated with an outing by having 
parents sign a form waiving their rights to sue if their child is injured. Similarly, if you are 
purchasing a new computer, you would probably want a warranty. 
 
Warranties are a means of spreading risks from one party (the person buying the equipment) to 
another party (the organisation selling the equipment). Remember however that there is often a cost 
in transferring risks to another party. For example, extended warranties can be purchased for office 
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equipment, vehicles, and so forth. These warranties transfer certain risks to another party, but 
clearly at a price. 
10.5.3  Controlling The Risk  
Work though each of the risks you have identified and see if there are ways that you can reduce the 
likelihood of the risk occurring or of lessening the consequences of the risk. Some common 
strategies which can be used both to decrease the likelihood of risk, and lessen the consequences, 
include:  
 
• Make sure that there are clear procedures in place for areas with identified high risks. These 
procedures might include what to do in the event of fire, procedures for dealing with hostile 
clients or financial management procedures.  
• Provide adequate supervision for high risk areas. For example, where inexperienced staff is 
dealing with potentially hostile clients, it is important that adequate supervision is provided.  
• Provide information - people need to know what to do if they are exposed to a risk. Consider 
“fire exit” signs, “warning” signs near hazardous materials and so forth. Information on how 
to use equipment and what to do in the event of accidents should be readily available.  
• Keep things in order - prompt repairs, removal of rubbish, and generally maintaining a clean 
and tidy work environment does a lot to lessen the frequency and impact of risks. An added 
benefit of keeping things in order is that it makes for a more pleasant environment.  
• Provide training - the likelihood of risk will be greatly reduced when staff and volunteers 
have received proper training, for example in managing difficult clients.  
• Look for technological solutions - many risks can be reduced this way. Fire alarms and 
extinguishers, personal alarms, and burglar alarms each serve to lessen risks. Technical 
solutions should be used on a case by case basis, and should generally be used where the 
cost of the risk being covered exceeds the cost of technology.  
• Make backups - the impact of the loss, theft or damage of files can be reduced if paper and 
computer copies or backups of important files are kept. It is good practice to store copies in 
a separate place to the original documents, and to back up files regularly on the computer.  
• Assign responsibilities and be clear about who can represent your organisation in different 
settings, sign cheques, enter into contracts, make media releases or represent your 
organisation's policy position at public events. 
 
10.6    INSURING AGAINST THE RISKS 
Insurance is the last resort in risk management, and should only be used when the other approaches 
outlined above have not been able to reduce a risk to a level your organisation is prepared to 
tolerate. Having said that, insurance remains an important part of most risk management plans.  
 
There are two main types of insurance:  
 
• General insurance  
• Life insurance 
 
Life insurance protects against death or disability for the person insured, while general insurance 
provides cover for property damage, loss or theft, public liability, workers' compensation and so on. 
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Your organisation may be legally required to purchase certain types of insurance such as workers' 
compensation insurance if it employs staff or compulsory third party motor vehicle insurance if it 
owns motor vehicles. 
 
In taking out insurance you have to decide on three things:  
 
• What to insure  
• Which broker or insurance company to deal with  
• The type of policy or level of insurance required 
 
10.6.1  What To Insure  
As pointed out above, insurance is the last resort in risk management and should only be used to 
cover risks which you feel are not adequately covered in other ways. Even then, not all uncovered 
risks are worth insuring against. For example, risks that have high frequency but low impact are 
often not worth insuring against, if only because you would not generally make claims for losses 
incurred under those risks. 
10.6.2  Which Broker Or Insurance Company To Deal With  
Your organisation can get insurance either by dealing directly with an insurance company or 
through an insurance broker. The advantage of using an insurance broker is that they should be able 
to get you the best available deal for your insurance needs. Whatever you decide on, make sure that 
the broker or company you are dealing with is reputable. If you are not dealing with a well known 
insurance company or broker, you should check to see that they are registered with the Australian 
Prudential Regulation Authority (formerly the Insurance and Superannuation Commission) who can 
be contacted on 1 300 131 060. 
10.6.3  Choosing A Policy  
There are a diverse range of policies available and prices for what is essentially the same package 
can vary to a surprising degree, so the message is `shop around'. Some questions to consider in 
deciding between policies are: 
 
• Have you read the policy carefully? Do you know exactly what you are covered for and 
what is excluded? 
• What insurance do you need? Compare policies on the basis of your requirements, not on 
the basis of added extras that you don't need. 
• Under what conditions, if any, would you have to pay some proportion of a claim?  
• Are there limits to how much can be paid under each individual claim, or limits to what can 
be paid out under the policy in any single period?  
• Does the insurance company have the option of replacing goods rather than paying cash?  
• Does the policy provide for a “new for old” replacement, or does it only insure the present 
market value of the property?  
• Have you insured for enough value? Note that if you insure for less that the full value of the 
property, then your insurer will most likely only pay a proportion of the value of the 
property.  
• Have you provided all the necessary information? Policies invariably require you to provide 
a range of information to the insurer - failure to do so could leave you with no cover. 
• Are any discounts available to you?  
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• Are you over-insured? Insuring your $500 typewriter for $2,000 is simply a waste of money 
- you'll only be entitled to the $500 that the typewriter's worth.  
• Is your insurance coverage adequate, and have you updated it regularly?  
• Have you done everything required in the policy? A policy may require you to do certain 
things to maintain coverage, such as installing security systems . 
 
If your insurance needs are unusual, particularly large, or if you don't feel confident about any 
aspect of taking out insurance, you should consider getting further advice. There are a range of 
useful publications available on insurance, and you should be able to find someone who can advise 
you. 
10.6.4  Types Of Insurance  
There are many types of insurance which should be considered to reduce risks to your organisation, 
and in the case of unincorporated associations, risks to the committee members personally. Various 
forms of insurance which could apply to your organisation are described below. 
10.6.5  Workers’ Compensation  
This is compulsory insurance required by all employers to cover injury, sickness, or death of their 
employees regardless of whether the employer is negligent. Failure to take out workers' 
compensation insurance will leave the organisation open to any claims for compensation by 
employees and subject to a fine. In addition, if your employee or contractor claims and received 
payment from Workcover when you don't have a policy, Workcover has the right to recover double 
your usual premium and one and a half times the amount paid to your employee. 
 
If your organisation employs a self employed contractor to perform work which does not involve 
the supply of materials to you (such as a gardener or cleaner), it is compulsory for your organisation 
to take out Workcover insurance to cover that contractor. The premiums are inexpensive, but the 
penalties for failure to comply are severe. Committee members are not employees and are therefore 
not covered by Workcover. 
10.6.6  Motor Vehicle Comprehensive  
This insurance covers damage to your organisation's vehicle and damage to other people's property 
of any type, including vehicles. It covers theft, fire, legal costs and may cover towing costs. These 
types of policies usually require the claimant to pay an excess on any claim. In some circumstances 
the insurer will remove the excess in return for payment of a higher premium. 
 
Motor vehicle third party property, fire and theft - this is a cheaper type of insurance which covers 
damage to other people's property, but only covers the insured's vehicle for fire and theft. No cover 
is provided for damage to the insured's vehicle. If the insured's vehicle is stolen and then later found 
in a damaged state, this type of insurance will not cover the cost of repairs. 
10.6.7  Building Insurance  
This covers damage to structures owned by your organisation. Policies may cover damage caused 
by fire, storm, tempest, rainwater, lightning, and explosion, impact by vehicles, animals or aircraft, 
earthquakes, riots, malicious acts and, if agreed, flood. 
 
A policy usually covers only the depreciated value of the building insured at the time of loss. This 
type of "indemnity" insurance will not cover the cost of replacement of the building and for this 
reason, reinstatement or replacement insurance is recommended. Consider also extending your 
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building insurance policy to cover "extra costs of reinstatement", such as costs of complying with 
the requirements of public authorities and "removal of debris" which can be a costly exercise. 
 
If your organisation is underinsured, the "co-insurance" or "averaging" clause found in some 
policies may operate to leave the insurer liable to compensate you for only a proportion of your loss 
which may be a lesser figure than the underinsured figure contained in the policy. Premium 
discounts can often be negotiated where fire fighting equipment is installed in the premiums and 
more generous discounts will usually apply where an automatic sprinkler system is installed. 
10.6.8  Contents Insurance  
If your organisation is leasing premises the landlord will usually be responsible for building 
insurance, but this will not cover contents owned by your organisation. Fixtures which have been 
installed by your organisation in the landlord's building and which remain the property of your 
organisation to remove when the premises are vacated, are not covered by the landlord's building 
insurance. Contents should be insured against damage or destruction by the same causes set out 
above in building insurance. The contents policy will also cover theft and your organisation should 
take care to identify whether the policy provides for indemnity, in which case only the depreciated 
value of insured items will be paid, or for reinstatement or replacement, in which case the new 
replacement cost will be paid. 
10.6.9  Consequential Loss  
This insurance covers profits lost following the occurrence of a specified incident (such as fire) 
until you are able to resume business. This type of insurance needs to be reviewed regularly so that 
the figure insured can be updated to take account of projected profits and inflation. The indemnity 
period during which payments are made should be long enough to allow for re-establishment of 
your business. 
10.6.10  Public Risk  
Covers your organisation's liability to pay compensation to persons other than employees who 
suffer injury, damage to property, death on your premises or as a result of your organisation's 
operations. If your organisation is leasing premises there will usually be a term of your lease 
requiring you to maintain public liability insurance in both the name of your organisation and the 
name of the landlord for a certain amount (a common figure is $5 million). In every case the 
claimant has to show that the injury, damage or death was caused through your organisation's 
negligence. 
 
This type of insurance is relatively inexpensive and is essential given the potential damages and 
legal costs that could be incurred in any case. It is especially important in the case of unincorporated 
associations because every member of the unincorporated association can become personally liable 
to pay the compensation and legal costs of an injured party if negligence is proved on the part of the 
unincorporated association. 
 
In the case of any association, whether incorporated or unincorporated, compensation will not be 
paid to a member or volunteer for injuries suffered in an accident if negligence cannot be proved. 
This type of risk can be covered by a separate accident policy. Employees and employed directors 
who are injured are covered by Workcover which does not require negligence to be proved. 
 
If your organisation is running a function (such as a fete, fundraising function or lecture) at 
premises owned by another party, it is advisable to arrange public liability insurance to cover that 
particular function. Any insurance held by the owner of the premises would not usually cover your 
organisation. 
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10.6.11  Professional Indemnity And Manufacturer’s Liability  
If your organisation manufactures any item which is sold to the public, even to benefit charity, it 
must be fit for the purpose for which it is sold. Consumer protection laws such as the 
Commonwealth Trade Practices Act and the State Sale of Goods Act impose certain obligations on 
manufacturers that cannot be excluded, restricted or modified. Manufacturers and retailers may 
decide to take out a products liability policy to insure against claims arising from defective 
products. 
 
If your organisation claims to provide reliable advice to the public, which proves to the detriment of 
the person receiving the advice, you may consider a professional indemnity policy to cover legal 
liability arising from professional negligence. 
 
10.7 IMPLEMENTING YOUR RISK MANAGEMENT PLAN 
Having done all the work outlined above (and kept the management committee informed during the 
process), it's now time for the working group to bring the risk management plan to a full meeting of 
the management committee. The management committee will need to consider the plan, clarify any 
questions it has, and after making any necessary adjustments, endorse the plan. 
 
Once endorsed, the next step is to implement the plan. This will involve:  
 
• Issuing a risk management statement  
• Training  
• Establishing and documenting procedures  
• Allocating specific responsibilities. 
 
10.7.1  Issuing A Risk Management System 
A good starting point is to let everyone in the organisation know that your organisation is serious 
about risk management and to outline the key risk management strategies. The risk management 
statement should also outline the proposed timetable and key contact people, and procedures for 
contributing to the risk management process. 
10.7.2  Training  
It is most likely that training was identified as one of your risk management strategies. As well, the 
introduction of new practices will often require training. Training for risk management needs to be 
carried out in the context of your organisation's overall training activities. 
10.7.3  Establishing And Documenting Procedures  
Your risk management plan will have identified areas where written procedures need to be 
developed and/or documented. In implementing the plan it will be necessary for staff, volunteers 
and management committee members to work together to develop these procedures. Existing 
procedures should be reviewed to ensure that they are consistent with new procedures. 
10.7.4  Allocating Specific Responsibilities 
A risk management plan does not just implement itself - different people within your organisation 
should be given responsibility for implementing different parts of the plan. It should be clear to 
everyone who is responsible for each aspect of implementing the risk management plan. 
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10.8 ONGOING RISK MANAGEMENT 
Once your risk management plan is in place, it is necessary to ensure that it remains effective. There 
are four elements to maintaining the effectiveness of your risk management practices:  
 
• Identify one person who will be responsible for risk management  
• Keep procedures up to date  
• Re-assess risks 
• Report on risk management. 
 
These are discussed in more detail below. 
10.8.1  Person Responsible For Risk Management  
There is an old adage which goes "if it's everybody's responsibility, then it's nobody's 
responsibility". It is essential that one person is given responsibility for risk management within 
your organisation. In this manual we refer to this person as the "risk manager". 
 
In smaller to medium sized organisations, the risk manager will no doubt have many other 
responsibilities. Very large organisations may have someone whose sole or main responsibility is 
risk management.  
 
The risk manager should have a number of characteristics:  
 
• Because they will be providing ongoing advice to the management committee and staff on 
organisational procedures, equipment purchase and so on, it is vital that they are a well 
respected person within your organisation.  
• They should have a sound knowledge of all facets of your organisation and its environment  
• Some skills in accountancy, law or management might be helpful. 
 
As a rule when selecting a risk manager, `quality is better than quantity'. A skilled and experienced 
member of staff or management committee member who can only do the work on a part time basis 
is generally a better choice than a less skilled and experienced person able to devote more time to 
the work. 
 
Finally, the organisation will need to decide whether the risk manager should be a senior employee 
or management committee member. Staff members generally have a better knowledge of the day to 
day functioning of the workplace than do management committee members. The management 
committee however carry the legal and ethical responsibility for most risks within the organisation 
(though remember, staff members also carry risks). Considerations of availability, interests, and 
practicalities need to be taken into account. 
 
Whether your organisation chooses a member of the committee or staff, that person should report 
on risk management issues directly to the management committee in small to medium 
organisations, and at least to a senior member of staff in larger organisations. 
10.8.2  Keeping Procedures Up To Date  
Over time, circumstances change and your risk management plan may become inappropriate. 
Experience gained from implementing risk management procedures can be used to further refine 
those procedures. Also, better procedures might emerge which can be used to replace less effective 
procedures. 
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10.8.3  Reassessing The Risks  
The risks you identified in your risk management plan, and your assessment of them, were probably 
fairly accurate at the time you did the plan. Twelve months later it is more than likely that some of 
those risks will have changed. What's worse, it's Murphy's Law that the one risk you've missed will 
be the risk that happens.  
There are two ways that you can ensure that your risk management plan is up to date. 
 
Firstly, it should be reviewed on a regular basis. The more volatile and changeable your 
organisation and its environment, and the higher the level of risk you face, the greater the need to 
keep your risk management plan up to date. At a minimum, your risk management plan should be 
reviewed at least once a year. 
 
Secondly, you should evaluate changes within your organisation, or within your organisation's 
environment, in terms of their implications for risk within your organisation. New legislation 
relevant to your organisation, taking on new roles, acquisition of new equipment, or creation of new 
positions should all be considered for their implications for risk management. 
 
As well as protecting you against new risks, keeping your risk management plan up to date could 
well save you a significant amount of money. Routine replacement of old equipment, for instance, 
can lead to reduced risk exposures. 
10.8.4  Reporting On Risk Management  
The final step in keeping your risk management practice up to date is to report on risks. Reporting 
on risk should include:  
 
• Description of any new risks 
• The effectiveness of existing risk management practice 
• The occurrence of risks (accidents, theft, and so forth) during the reporting period 
 
Reporting on risk will normally be done by the person who has the responsibility for risk 
management. Risk reports should be filed and used in regular reviews of risks and procedures. 
 
10.9  USEFUL RESOURCES 
“Running the Risk? A risk management tool for volunteer involving organisation”.  This practical 
tool was developed for Volunteering Australia by QUT’s Centre for Philanthropy and Nonprofit 
Studies. It includes tools and forms used in the risk management process together with a number of 
case studies and Frequently Asked Questions.  
Visit: http://www.volunteeringaustralia.org/publications/risk_man.html. 
 
Volunteering Queensland Information sheet on volunteer insurance and details of policies available 
through Volunteering Queensland: http://www.volunteeringqueensland.org.au/insurance1.html. 
 
“Effectively Managing Risks and Liabilities of Nonprofit Associations, in Legal Issues for Nonprofit 
Associations” Myles McGregor-Lowndes, Keith Fletcher & A S Sievers, LBC Information 
Services, 1996, www.lawbookco.com.au. 
This chapter in the book examines risk management for non-profit organisations with a checklist of 
risks. It also examines responses in other overseas jurisdictions to such issues. 
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Insurance Chapter in “The Associations Incorporation Manual”, edited by Myles McGregor-
Lowndes, Caxton Legal Service Inc, looseleaf, ISBN 0949477303 
http://www.caxton.org.au/publications.html.  
 
Aon Insurance for Associations. www.aon.com.au/associations/association_members.asp.  
 
Insurance update for Not-for-Profit Community Groups. Treasury Department, Queensland 
Government. http://www.treasury.qld.gov.au/subsites/groupinsurance/. 
Risk Management Introduction, Queensland Government. http://www.riskmanagement.qld.gov.au.  
 
Report on Liability Insurance Taskforce. Queensland Government, Feb 2002 
http://www.premiers.qld.gov.au/library/pdf/default/insurancetaskforce.pdf. 
 
Risk Management – A Standards Australia Portal (Australian Standard AS4360 Risk Management). 
http://www.riskmanagement.com.au/.   
 
Risk Management for Directors and Board Members of National Sporting Organisations, Australian 
Sports Commission, http://www.ausport.gov.au/fulltext/2002/ascpub/riskmanage.pdf. 
 
Risk Management Help Sheet. Our Community website: 
http://www.ourcommunity.com.au/insurance/view_help_sheet.do?articleid=88. 
 
The Risk Management Document, Queensland Outdoor Recreation Federation 
http://www.qorf.org.au.  
 
Workplace Health and Safety Guides. Queensland Government, Department of Industrial Relations 
http://www.whs.qld.gov.au/guide/index.htm. 
 Developing Your Organisation     130          QUT 
CHAPTER 11 - ACCOUNTABILITYAND LEGAL OBLIGATIONS 
 
Content 
 
11.1 Accountability 
11.2 Legal Obligations  
11.3 Taxation 
11.4 GST 
11.5 Queensland  State Taxes And Charges 
11.6 Fundraising 
11.7 Useful Resources 
 
This chapter describes the legal and financial obligations of community organisations and their 
management committees. The issues covered are taxation, fundraising and consumer rights. 
 
11.1 ACCOUNTABILITY 
Being accountable means being responsible to someone else for what you and your organisation do. 
This includes how your organisation behaves (service accountability) and what your organisation 
spends (financial accountability). Most organisations are accountable to a range of individuals and 
groups who may each have their own particular ways of expecting (or even demanding) that the 
organisation demonstrates accountability, e.g. workers are accountable to their employers and 
people on management committees are accountable to the group that elected them. 
 
It is possible, and often appropriate, to delegate responsibility for tasks to others, but it is not 
possible to delegate the accountability for ensuring that these tasks are done accurately and 
completely. For example, if the Treasurer uses a bookkeeper to keep the daily finances of the 
organisation, the Treasurer remains accountable for the finances although the bookkeeper may have 
day to day responsibility for the funds. In general, organisations are accountable to: 
 
• Clients who use the organisation (consumers) 
• The community they aim to serve 
• Ordinary members of the organisation who elected the committee 
• Funding bodies who contribute financial resources  
• The licensing body which licenses services under legislation  
• Employees who work for that organisation  
 
An organisation needs to adopt reasonable and appropriate methods of showing accountability to 
each of these different individuals or bodies. For example, you may need to report regularly to a 
funding body.  
11.1.1  Evidence Of Accountability  
Some forms of accountability are fixed by the funding or licensing body as a condition of the grant 
or service agreement, whereas other forms of accountability may be decided by the organisation 
itself. Evidence of an organisation's efforts in any particular role should be demonstrated in a way 
which suits the needs of that person or group. The Associations Incorporation Act applies to many 
organisations which are incorporated. The legislation requires:  
 
• Provision of all accountability documents relating to the Annual General Meeting (for 
further details refer to Chapter 3: Meetings) 
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• Any alteration of the rules of the organisation to be made by special resolution (i.e. passed 
by 3/4 of the members present at a general meeting) and then be submitted to the Office of 
Fair Trading for registration  
• Any changes to holders of the offices of  President, Secretary or Treasurer through 
resignation, death, etc, to be advised to the Office of  Fair Trading within 1 month 
• Numerous other requirements in relation to financial records, accounting and auditing, and 
business registrations of various types 
11.1.2  Accountability To Your Consumers  
An organisation is accountable to its consumers if it is open about providing information, seeks 
feedback and involves users of the service in decision-making. Consumers should be encouraged to 
attend open review and planning meetings so they can understand what is happening in an 
organisation, and records of decisions made at meetings can be provided to consumers as required. 
It is also important to develop clear policies and mechanisms to deal with complaints from 
consumers. Chapter 8: Consumer Participation provides more detailed information about 
developing a consumer rights strategy.  
11.1.3  Accountability To The Community And Members Of The Organisation  
Some of your obligations to the general community and the members of your organisation might be 
to hold well-advertised Annual General Meetings, to publish annual reports and audited accounts, 
and to hold some open meetings or open days so ordinary members of your organisation and the 
public can attend. Also develop clear policies to deal with complaints from the public, members or 
consumers, objectives by which the performance of the organisation can be measured and a regular 
evaluation process. You might also want to consider how you can demonstrate accountability by 
providing information and news releases to the media, so the community or target group knows 
what the organisation is doing. 
11.1.4  Accountability to Funding Bodies   
Some of the main ways for organisations to demonstrate accountability to funding bodies are: 
 
• Completing a Service Agreement  
• Providing annual reports  
• Providing annual audited accounts  
• Providing quarterly financial reports of income and expenditure  
• Providing data returns (details of the service provision)  
• Participating in the monitoring and evaluation of your services when required 
• Meeting the requirements of funding program guidelines 
 
Each particular grant you receive will specify its own accountability requirements. 
11.1.5 Accountability Of Management Committee To Employees, And Of Employees To 
Management Committees   
 
Some of the things to consider in relation to accountability between employees and their 
management committees are:  
 
• Accepting responsibility for negotiating acceptable work conditions, including job 
descriptions, job contracts, good worker selection processes, grievance procedures and 
methods of dealing with complaints and disputes  
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• Committees developing clear written policies, sound staff management practices and being 
supportive and accessible to staff - staff should be prepared to contribute to this process both 
initially and then in an ongoing developmental way to ensure that good practices continue 
• Employees are accountable to the organisation to perform the job they were employed to do 
and stay accountable by providing regular worker's reports, participating in workers' 
assessments and regular whole-of-service evaluations 
 
11.2 LEGAL OBLIGATIONS 
Community organisations are accountable to many persons and bodies for their activities. It is 
important that your organisation is aware that whilst it may have been established for charitable or 
community purposes, it is still subject to the general business law. The following pages provide 
information on some of the matters which a community-based organisation, through its 
Management Committee, must often consider. An organisation which employs staff has legal 
obligations towards its employees.  
 
11.3 TAXATION  
Incorporated organisations are subject to state and federal taxation requirements including Income 
Tax, FBT, GST, Land Tax, Payroll Tax and Stamp Duty. A number of exemptions are available to 
certain types of associations for these taxes or duties, but in each case the organisation must 
formally apply for exemption from the relevant authority. The Income Tax Assessment Act affects 
both the income of an organisation and the donations made to it. All taxpayers, including persons 
and organisations, are required to pay tax on their income unless they are granted exemption by the 
Tax Office. 
 
As employers, most organisations are obliged to take tax from the salary of their employees before 
the wage is paid. This is sent to the Taxation Office. Instructions on how this occurs and rates of tax 
to be deducted are readily available. If your organisation adopts a salary sacrifice policy, then 
further obligations under FBT will be imposed. You should speak to your accountant, auditor or the 
Taxation Office about the circumstances of your organisation to choose which system suits you. 
 
The most common income tax exemption for community organisations will either be as a 
‘charitable institution’ or a ‘society, association or club established for community service purposes 
(except political or lobbying purposes)’. There are other categories which can be found through the 
ATO material mentioned in the Useful Resources section below. 
11.3.1  Charitable Institution 
The ATO refers to charitable institutions as Income Tax Exempt Charites (ITEC). All charitable 
institutions are required to be endorsed by the ATO. To be endorsed as an ITEC, an entity must 
have an Australian Business Number (ABN). This must be the ABN of the entity itself. An ABN 
held for GST purposes by a nonprofit sub-entity is not sufficient. An entity must also meet other 
requirements to be entitled to endorsement. 
 
In 2000, the federal taxation law was amended to require charitable institutions and funds to be 
endorsed by the ATO. The law generally exempts from tax all income generated by these 
organisations provided that: 
 
• The organisation’s main purpose or object is exempt and its actual activity is directed to 
these purposes 
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• The organisation is nonprofit (i.e. it does not distribute, and is constitutionally prohibited 
from distributing, its surplus to anyone or any purpose, other than its stated exempt 
objectives) 
• The organisation has an appropriate dissolution clause which transfers any surplus to a 
similar tax-exempt organisation, not its members or controllers 
 
If the ATO endorses an entity as an income tax exempt charity then: 
 
• The entity is exempt from income tax 
• The entity does not need to lodge income tax returns, unless specifically asked to 
 
ITECs may also be entitled to the refund of excess imputation credits, certain fringe benefits and 
GST concessions. Income taxation exemption does not confer any gift deductibility status on an 
organisation. This is a different status and is discussed below in the section on deductible gift 
recipients.  
 
To be a charitable institution, an entity must be an establishment, organisation or association that is 
instituted to advance or promote charitable purposes. Types of organisations that may be charitable 
institutions include welfare agencies, churches, public libraries, parents and citizens associations, 
refuges and research institutes. The common law defining charity has been built up over 400 years 
of legal cases developing precedents. It is not a completely logical and rational body of law. The 
lack of contemporary Australian case law further contributes to ‘fuzzy’ areas of contention that 
often lead to different conclusions by the ATO, the sector and even judges in the rare instances that 
a case is brought. The common law definition of charity has been extended for all federal legislation 
to include the provision of child care, open and non-discriminatory self-help groups (mutual support 
disease groups) and contemplative religious orders.  
 
For a further explanation of the definition of charity, refer to the Report of the Inquiry into the 
Definition of Charities and Related Organisations at http://www.cdi.gov.au, the ATO publication 
Income Tax Guide for Non-profit Organisations (NAT 7967-5, 2003) and the draft Taxation Ruling 
TR19991D21 (both available at http://www.ato.gov.au). 
11.3.2  Community Organisation 
The income of a society, association or club established for community service purposes is exempt 
from income tax, except where it is for political or lobbying purposes. 
 
This provision catches those organisations that often for some technical reason fail to be regarded as 
charitable, but are set up for altruistic purposes such as promoting, providing or carrying out 
activities, facilities or projects for the benefit or welfare of the community or any members of the 
community who have a particular need by reason of youth, age, infirmity or disablement, poverty or 
social or economic circumstance. 
 
The definition of ‘society, association or club’ refers to a voluntary organisation having members 
associated together for a common or shared purpose. Such bodies may be incorporated or 
unincorporated, but do not include any body formed and controlled by government and performing 
functions on behalf of government. 
 
The ATO has specifically considered the following to be exempt: 
 
• Service clubs such as Apex, Rotary, Lions, Zonta, Quota 
• Country Women’s Association of Australia 
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• Non-profit child care centres including long day care, after school care, day child care in 
activity caravans 
• Aged pensioner and senior citizens associations 
• Associations of play groups 
• Associations of Justices of the Peace 
 
Not all nonprofit associations will qualify for the exemption as the purpose of the association must 
be for ‘community services’. ‘Community services’ is to be determined not merely by reference to 
whether a service is provided or available to the community, but also the motive by which it is 
provided. There is a distinction to be drawn between an association that is advancing its members’ 
interests and an association advancing some community interests. The ATO state that the following 
will not be included in the exemption: 
 
• Clubs that provide a social forum for expatriates of a particular country 
• Clubs that promote public speaking or debating 
• Clubs that provide a social forum for retired and semi-retired business people and others 
• Bodies established to promote tourism 
• Military service unit organisations 
• Particular residential areas 
• Philatelic (stamp collecting) societies 
 
However, even though political and lobbying activities may be driven by altruistic motives, the 
legislation specifically excludes such purposes. This does not mean that any political or lobbying 
activities will preclude an organisation from the section. Only those organisations whose dominant 
purposes are political or lobbying will be excluded and incidental occurrence of such activities will 
not be fatal to exemption status.  
 
For further explanation of this category refer to the ATO publication Income Tax Guide for Non-
profit Organisations (NAT 7967-5, 2003) and the Taxation Determination TD93/190 (both 
available at http://www.ato.gov.au). 
11.3.3  Deductible Gift Recipient 
‘Deductible Gift Recipient’ (DGR) is a term used in taxation law. The main purpose of the 
definition is to identify organisations, funds or authorities to which a gift may be tax deductible by 
the donor. Classes of organisations and specifically named organisations described in Division 30 of 
the Income Tax Assessment Act 1997 can be the recipients of tax deductible gifts, some subject to 
further conditions. The main category is a Public Benevolent Institution (PBI) and includes some 
but not all community organisations. 
 
A PBI is a nonprofit institution whose dominant purpose is the direct relief of poverty, sickness, 
destitution, suffering or misfortune and for the benefit of the community, or a section of it. The 
ATO has issued a ruling on the definition of PBI in TR 2003/5 which is available on the ATO web 
site http://www.ato.gov.au. Like the definition of charity discussed above, the definition of PBI has 
many fuzzy parts and is subject to ongoing dispute. 
 
The condition or misfortune that is relieved by a PBI will be such as to arouse pity or compassion in 
the community. Needs might be caused by poverty or lack of financial resources. Disability or 
sickness can also give rise to misfortune or helplessness. On the other hand, needs that are to be met 
by education, training or the promotion of cultural or social objectives will not normally arouse 
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community compassion and call forth the giving of benevolent relief. However, they might do so 
where the needs arise from poverty or helplessness. 
 
Fees charged for the provision of services will be one of the factors to be considered in determining 
whether an organisation is a PBI. The type and level of charges and any waiver policy may, in light 
of the types of services provided, indicate that an organisation is not primarily for the relief of 
distress and suffering. 
 
A PBI directs its activities towards persons in need of relief. If an organisation exists to promote 
social welfare in the community it will generally lack the required direct benevolence. Similarly, a 
purpose of preventing distress or misfortune from arising will not on its own be benevolent in the 
required sense. In the same way, it is not sufficient that the consequences of an organisation’s 
activities tend to relieve distress and suffering. 
 
Purely governmental bodies, which are constituted, funded and controlled by government and 
perform the accepted functions of government, operate to promote the welfare of the community 
generally and are unlikely to be PBIs. 
 
For further explanation of PBIs refer to the ATO publication Income GiftPack (NAT 3132-5, 2003) 
and the Taxation Ruling TR 2000/12 (both available at http://www.ato.gov.au). 
11.3.4  Other Income Tax Requirements 
Each organisation is required by taxation law to appoint a public officer of the organisation for the 
purposes of the income tax provisions. A written notice of appointment and a change in particulars 
of the public officer is required by the Act. The person so appointed must be over 18 years and 
resident in Australia. The appointment is usually minuted by the management committee. 
 
Organisations will need to ensure they keep complete records of all business-related transactions 
within their books of account. These records may be kept either manually or electronically. 
 
The Income Tax Assessment Act requires organisations to keep sufficient records to explain all 
transactions and acts that may be relevant to the income tax legislation over a specified period, 
usually five years. These records must be in English. The publication How to keep your business 
records – now and in the future (NAT 3029) describes the issues of preparing and maintaining 
adequate business records 
 
11.4 GST 
Goods and services tax (GST) is a broad based tax of 10% on the sale of most goods and services 
consumed in Australia. Nonprofit organisations must register for GST if their annual turnover is 
$100,000 or more and they may choose to register if their annual turnover is lower. Often granting 
authorities insist on GST registration before considering a grant application.  
 
If you are registered for GST, you must include 10% GST on most, or all, of your sales. In most 
circumstances, you can also claim a credit for the GST included in the price of goods and services 
you buy in carrying on your activities. There are special rules about certain types of sales made by 
charities, gift deductible entities and government schools. There are a number of different ways you 
can structure your organisation for GST purposes to minimise the costs of dealing with the tax 
collection. 
The ATO has a dedicated web site page for nonprofit organisations in relation to GST 
(http://www.ato.gov.au/nonprofit/). The book Tax Basics for Nonprofit Organisations is also 
available from the ATO free of charge. 
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11.5 Queensland State Taxes and Charges 
Certain educational, religious and benevolent organisations can be exempted from paying stamp 
duty under the Queensland Duties Act 2001. It is important to make contact with the Office of State 
Revenue well before you become engaged in property transfer dealings. Each request for exemption 
is considered on its merits and the Commissioner will want to gather information about the 
applicant organisation and the purpose of the property transfer, the type of people who are involved 
(including their afflictions), and the type and nature of any work carried out. The Office of State 
Revenue’s web site is http://www.osr.gov.qld.au. Information about payroll tax and land tax can 
also be obtained from the Office of State Revenue. 
 
11.6 Fundraising 
The Collections Act 1966 regulates how associations may conduct appeals for public support, 
mainly the collection of moneys from the public in Queensland. No person or association can make 
an “appeal for support” unless they either apply for a “sanction” (approval) under the Act or are 
exempted from the provisions of the Act. If you seek to raise funds in other states, then you will 
have to check their requirements as well. 
 
In Queensland, an “appeal for support” has a wide definition, but its main limitation is that the 
appeal must be made to the public. It probably does not include members of your incorporated 
association, so an appeal to just the organisation’s own members may escape the provisions of the 
Act.  
 
A religious body which is registered for the purposes of the Marriage Act 1961 is exempted from 
the provisions of the Act, except those provisions applying to street collections and door-to-door 
appeals. 
 
The Act provides different types of authorisation to fundraise depending on the purpose of the 
association. The association may be registered as a “charity” or as an association whose purposes 
have been sanctioned as a “community purpose”. The definition of charity follows roughly the 
taxation definition referred to in the last section.  The definition of “community purpose” is written 
widely and includes any purpose “which promotes or assists in promoting, or is devoted or directed 
to the promotion of, the general welfare of the public, at large”. 
 
All organisations are required to obtain permission before conducting a street or door-to-door 
appeal. Approvals are obtained from the Office of Fair Trading. Many conditions usually apply to 
street collections and door-to-door appeals such as written authorities for each collector and 
identifying badges and armlets. 
 
Associations should also enquire with their local authority about any by-laws regulating collections. 
For example, in the Brisbane Queen Street Mall, permission is required before persons can collect 
moneys from the public. If the collection takes place on private property (e.g. a large shopping 
complex) no permits need be obtained from the police or local authority, but permission is 
necessary from the owner or occupier. Such owners often require insurance to be taken out to 
protect them from any liability caused by the collection activity. 
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11.7 USEFUL RESOURCES  
General 
“Queensland Law Handbook 8th Edition” published by Caxton Legal Centre Inc., 
http://www.caxton.org.au/publications.html is a useful resource book of legal information on a wide 
range of matters. 
 
“Incorporated Associations Manual” published by Caxton Legal Centre, Update No. 11, Brisbane, 
http://www.caxton.org.au/publications.html.  
 
Income Tax 
For tax information tailored for nonprofit organisations, charities and DGRs, visit the For Non-
Profit Organisations entry page at: http://www.ato.gov.au/nonprofit/ 
 
Subscribe and receive free email updates from the electronic Nonprofit News Service at: 
http://www.ato.gov.au/nonprofit/content.asp?doc=/content/34577.htm  
These basic publications can be downloaded from http://www.ato.gov.au/nonprofit or ordered in 
hard copy from ATO Non-Profit Centre Publications 1300 720 092 
• Tax basics for non-profit organisations (Nat 7966) 
• Income tax guide for non-profit organisations (Nat 7967) 
• GiftPack for deductible gift recipients & donors (Nat 3132) 
 
A telephone service for non-profit organisations is available through the ATO non-profit infoline on 
1300 130 248. 
 
A fax service is available from the ATO: Fax From Tax on 13 28 60. 
 
Taxation Public Rulings are also available on the web site and the following are very useful: 
• TR 2003/5 – Public Benevolent Institutions 
• TR 2000/12 – Gift Funds 
• TR 1999/D21 – Draft Taxation Ruling: Income Tax and Fringe Benefits Tax 
 
State Taxes 
The Office of State Revenue’s web site is http://www.osr.gov.qld.au. 
 
Fundraising 
The Office of Fair Trading web site contains information about charitable fundraising and other 
collections: http://www.fairtrading.qld.gov.au/oft/oftweb.nsf. 
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APPENDIX A 
 
 
DEPARTMENT OF COMMUNITY CONTACTS - REGIONS AND CENTRAL OFFICE  
List of contacts for the Department of Communities throughout Queensland can be found at: 
http://www.communities.qld.gov.au/contacts/outlets/?type=regional 
 
 
APPENDIX B 
 
 
 
 
Queensland Advocacy Inc. 
 
 
 
 
 
 
COMPLAINTS SYSTEM 
 
OPERATING MANUAL 
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Reviewed  8/00 
Endorsed by committee  9/00 
Next review date  8/00 
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QAI COMPLAINTS SYSTEM FLOW CHART 
 
 
 
   
 
  
 
I 
 
 
 
 
 
The person making the complaint and the person handling the complaint meet and 
discuss the complaint.  They try to solve the problem 
 
 
         
 Yes, I’m happ
 
 
    
    
  
 
 
 
 
 
 
 
 
 
 
 
 
 
     
 
      
 
 
 
 
 
 
 
 
 
   
     
 
 Are you unhappy with QAI? 
 I want to let you know how complaints 
are handled at QAI.  You are entitled to 
an advocate and/or an interpreter. 
 Would you like to talk to the person who 
handles complaints at QAI?  
No try again Happy with the solution   Yes, I’m 
h
No, I'm not happy 
(QAI Committee are informed 
of the lack of resolution of the 
complaint and the move to the 
next step 
END OF 
COMPLAINT 
The next step is to take the matter to an 
independent mediator.  Would you like to 
discuss your complaint with the assistance of 
an independent mediator from the Dispute 
Resolution Centre ? 
No I won’t bother   
Yes
END OF COMPLAINT 
PROCESS 
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No resolution. Is there any point talking 
any more about it ? 
Yes. Sum up the issues and actions. Make sure everyone 
agrees. 
Can a good answer be found to your 
complaint? 
Independent mediator contacted by person 
making complaint or by QAI and 
appointment set up. 
No, so continue talking  
No 
Independent mediator writes up a report and gives 
copies to the person making the complaint and to 
QAI. 
 
END OF COMPLAINT PROCESS 
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INTRODUCTION 
 
 
(a) This policy/operations manual tells users and staff how the QAI complaints system operates. 
The manual shall be changed if necessary to improve the smooth and just working of the 
complaints system. 
 
(b) QAI welcomes complaints handling as a valuable management tool for improving what QAI 
does. Record keeping is important to achieve this goal. 
 
(C) QAI recognises that complaints handling, done fairly and efficiently, can help to preserve 
the rights of members and other people who become involved with the organisation. 
 
(d) Complaints handling is recognised as a worthwhile activity requiring time and training for 
the personnel involved. 
 
(e) Prospective applicants to vacant staff positions are advised at interviews that complaints 
handling is seen as important by QAI. 
 
(f) QAI accepts the right to external handling or appeal of those involved in a complaint. 
 
(g) Complainants, advocates, record keepers, mediators, adjudicators and defendants shall 
freely contribute to complaint resolutions without interference by, or recrimination from, 
any person. 
 
 
CONFIDENTIALITY 
 
QAI's policy on privacy applies fully to the way in which complaints are handled. 
 
When records are used by authorised personnel for review purposes, permission must be obtained 
from the complainant prior to their use.  The name of the complainant will not appear on any of the 
records used. 
 
1. ENCOURAGING COMPLAINTS 
 
a) Staff and management committee members shall be alert to expressions of concern about the 
way QAI operates. 
 
b) Posters publicising the complaints system shall be displayed where people will see them. 
 
c) Leaflets publicising the complaints system are to be provided to people where they can 
access them. Leaflets shall be kept up to date. 
 
d) Information from leaflets will also be available on tape, if requested. 
 
e) Posters and leaflets shall tell people how to use the complaints system and that they will be 
helped to use it. 
 
f) Advocates and interpreters shall be publicised as available at all steps of the complaints 
handling if requested by the person complaint  
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2. TYPES OF COMPLAINTS 
 
Complaints may be simple, regular or urgent. The complaint type affects the way it is handled and 
how quickly it should be handled. 
 
 
(a) Simple Complaints 
 
These are complaints where the facts are not disputed and where annoyance or 
inconvenience of a minor nature has been caused to the person complaining (the 
"complainant"). 
 
Examples of simple complaints could be the failure to return a telephone call; the answering 
machine on during office hours; the office closed during office hours. 
 
(b) Regular Complaints 
 
These are complaints of a more complex nature or which caused greater harm, but which are 
not urgent complaints. 
 
An example might be an alleged failure by a staff member to deal with an issue within a 
specific time limit. 
 
(c) Urgent Complaints 
 
These are complaints of such a serious nature that they warrant serious attention.  For 
example a complaint allegedly involving physical and/or emotional harm, physical abuse, 
sexual abuse, theft or other crimes is an urgent complaint. 
 
3. TIME FRAMES FOR COMPLAINTS HANDLING 
 
a) Simple complaints should be handled at the earliest moment possible and/or within 48 hours 
of receipt. 
 
b) Regular complaints handling should be actioned within 48 hours and completed as soon as 
possible. If not so completed within 3 months, written or verbal explanation to the 
complainant should indicate the reason for the delay, and the possibility of external 
mediation. 
 
c) Urgent complaints shall receive immediate attention and be dealt with as soon as possible in 
keeping with the seriousness of the complaint. 
 
 
4. COMPLAINTS PERSONNEL - CHOICE TYPES 
 
(a) Internal complaints handling will be conducted by a pool of management committee and 
staff members or by someone else appointed by the management committee. 
 
(b) Except for simple complaints, or by the free and considered choice of the complainant, 
complaints must be handled by personnel independent of the complaint situation. 
 
(c) Receiving complaints should be performed by administrative staff who are on QAI premises 
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because of the possibility that complaints will be made during visits to QAI premises at 
random intervals. Initiating and maintaining the official internal records, including issues of 
security, are administrative functions. 
 
(d) Handling of complaints shall be performed by different personnel from those receiving 
complaints, where possible and with the exception of simple complaints. 
 
(e) Personnel handling complaints shall be as independent as possible from the complaint 
situation. For example, the possibility of bias should be considered if the handler were to 
have experienced similar situations to that being defended by a fellow staff member. The 
possibility of such "referred bias", if still present, should be notified to the complainant 
and/or advocate for the complainant. 
 
f) Advocates and interpreters shall be available to complainants.  External advocates should be 
used wherever requested. Advocates should not be chosen from among QAI staff and 
management committee. 
 
(g) External handling shall be conducted by an independent mediator, from the Dispute 
Resolution Centre or any other independent agency agreed upon by both parties.  
 
5.  RECORD KEEPING 
 
(a) Complete written records shall be kept at all stages of the handling of the complaint and 
details shall be recorded as they occur. 
 
(b) Information collected from the complainant and defendant which is recorded shall be initialled 
by the complainant and defendant respectively as proof that the records fairly and accurately 
report what was said. 
 
(c) Records are confidential and shall be kept securely, in keeping with QAI's privacy policy. 
 
(d) Data shall be made available to approved personnel for evaluation purposes 
(see 8(b)). 
 
(e) Maintenance of security of the records, and oversight of records completion, shall be 
performed by the administrative coordinator who is not a complaints handler (simple 
complaints excepted). 
 
(f) A report summarising the complaints against QAI shall be written and published annually 
by the administrative coordinator who is not a complaints handler (simple complaints 
excepted). This report shall be included in the Annual Report. 
 
(g) The records to be kept include:- 
 
Notification of complaint 
Form U (urgent complaint) or 
Form R (regular complaint) 
Information collected by handlers and panel members as attachments 
to Forms U and R 
Report from the independent mediator 
Associated correspondence 
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(h) Notification form originals should be completed and filed separately as a summary set in 
consecutive order, and form the basis for analysis for the annual report. The annual report 
should focus on patterns within the type of complaint or type of outcome, as well as giving 
the percentages of simple, regular and urgent complaints and the percentages upheld, 
compromised, withdrawn or rejected within each category. The percentage of regular 
complaints proceeding to an independent mediator should also be shown. 
 
 
6. PROCEDURES FOR HANDLING COMPLAINTS 
 
(a) Handlers for notification of complaints (those first being told the complaints) 
 
i) Receptionists shall maintain a natural, warm and helpful tone of voice while 
receiving complaints. 
 
ii) Regular and urgent complaints, shall be recorded on notification forms. Simple 
complaints shall be recorded only upon request. 
 
iii) Notification forms shall be pre-stamped with identifying serial numbers. 
 
iv) The person receiving the complaint shall record his or her name and the date of 
notification. 
 
v) The person receiving the complaint shall request some details to assist the handler 
and to identify the type of complaint - simple, urgent or regular. 
 
vi) If the complainant is not willing to give these details, the receptionist shall ask 
whether the complainant would like to speak to the nominated handler... .or to 
anyone else if the complainant is hesitant about the suggested person. 
 
If a person is chosen who does not handle complaints, a meeting shall be arranged for the 
complainant, the chosen contact and the handler. The complainant is informed that the handler will 
be present at this meeting. 
 
vii) The receptionist shall request the complainant's name and contact 'phone number or 
address so that the chosen handler may contact them or alternatively will pass the 
inquiry straight to the handler. If the handler is unavailable and the complainant does 
not wish to give details, the complainant should be asked, "Would you like to call 
back later?" 
 
viii) The person shall be reassured that the details, their name etc, will not be given to 
other people without permission from him or her. 
 
ix) The name and contact 'phone number or address of the person complaining may be 
pencilled in the appropriate place on the notification form and/or entered in a 
separate book by serial number of the complaint.  In all instances the pencilled name 
and contact 
x) 'phone number should be erased from the original notification form as soon as 
possible. 
 
xi) Notification forms with data shall never be left lying visible. 
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xii) The person receiving the complaint shall complete the handler's name and 
forwarding date on the Notification Form and give the handler a photocopy. The 
photocopy will contain the complainant's name and contact 'phone number or 
address, if this has been given to the receptionist. The original shall be filed without 
the complainant's name, 'phone number or address. 
 
xiii) When handling of the complaint has been concluded, the receptionist shall receive 
from the handler the photocopy of the Notification Form, the Form U or R and 
attachments to the Forms, as well as a copy of any report directly from an 
independent mediator. 
 
xiv) The receptionist shall complete the bottom sections of both Notification Forms (the 
original and the photocopy) 
 
xv) The completed original Notification Form shall be filed in a secure "Summary File". 
 
xvi) All other documentation shall be filed in a secure "Case File" by serial number of the 
complaint. 
 
xvii) Details of cases shall not be discussed with other parties except authorised reviewers 
without written permission (or a signature to a permission statement) from the 
complainant. 
 
xviii) At the completion of the complaint any other materials such as audio and computer 
data shall be destroyed. This is the responsibility of the administrator. 
 
(b) Handlers for Regular Complaints 
 
(i) Handlers shall make follow-up contact with the complainant within 48 hours of 
receiving the complaint, but preferably immediately. 
 
(ii) Handlers should establish whether an advocate or interpreter is required, and explain 
the ways the complaint can be handled. 
 
(iii) Handlers shall collect information from both complainant and defendant separately 
to establish the facts. 
 
(iv) The right of access by authorised (see 5(d)) internal and external reviewers should be 
stated, 
 
(v) Any interview information should be recorded, read back to the person/s interviewed, 
then initialled or signed by both the handler and the person/s as an accurate record. 
Dates should be included. 
 
(vi) The handler may, at the request of the complainant, continue to meet separately with 
the complainant and defendant, making suggestions in an attempt to conciliate the 
complaint ~ meet with both parties together as mediator. If the latter approach is 
used, the handler may help the two parties to find their own solution, or, at the 
request of the complainant, suggest possible solutions. 
 
(vii) Details of discussion, meetings, information gathered and outcomes should be 
recorded on Form R. 
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(viii) If no solution is found, the handler should tell the complainant that the matter may be 
taken to an independent mediator such as the Dispute Resolution Centre . 
 
(ix) The handler should ensure that the complainant knows he/she may withdraw the 
complaint at any stage. 
 
(x) The complainant may contact the independent mediator from, for example, the 
Dispute Resolution Centre  or at the complainant's request, the handler should ask 
the management committee executive to contact the Dispute Resolution Centre  
about mediating between the complainant and QAI. The handler should inform the 
defendant an independent mediator from the Dispute Resolution Centre  is to be 
used. 
 
(xi) The management committee shall decide who will attend the meeting with the 
independent mediator on behalf of QAI. 
 
(xii) On completion all records are to be returned to the person who received the 
complaint. 
 
 
(C) Handlers For Urgent Complaints 
 
(i) The handler shall initiate action in keeping with the seriousness of the complaint eg 
contacting the police. 
 
(ii) The handler shall advise a nominated person on the management committee that an 
urgent complaint has been received. 
 
(iii) The handler shall collect information to ensure that advice given is soundly 
grounded. 
 
(iv) The handler should advise the complainant of his/her rights, the methods of redress, 
and advise on appropriate courses of action. 
 
(v) The handler shall, after consultation with the complainant initiate the appropriate 
actions (one of which may be to form a panel) to further the handling of the 
complaint, to maintain momentum in its handling and safeguard and support the 
complainant. 
 
(vi) Appropriate records shall be kept on Form U; Form U and attachments shall be kept 
securely. 
 
(vii) On completion of the handling of the complaint, all records shall be referred to the 
person who first received the complaint. 
 
 
7. THE PANEL 
 
It may be decided that a panel is the best way to deal with an urgent complaint. 
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(a) The panel shall consist of three members, the panel head and two others. 
 
(b) Panel members shall be totally independent of QAI, the complainant and the defendant. 
 
(c) Panel members shall be chosen because of their recognised skills in collecting and/or 
assessing information in an unbiased manner, and their mediation and adjudication skills. 
 
(d) Complainants will be encouraged by the panel head to have advocacy support before the 
panel. 
 
 
(e)   Complainants and defendants will be given full explanations of the 
 
 
functioning of the panel by the panel head. 
 
(f) Neither complainant nor defendant may have legal representation before the panel but the 
complainant may have an advocate and interpreter. 
 
(g) The panel head will direct the handler to obtain any additional information from the 
complainant, defendant and other sources as appropriate. The panel head will receive all 
earlier information from the handler also. 
 
(h) The panel will meet to review QAI policies and procedures. 
 
(i) The panel may question the complainant and defendant in a panel meeting. 
 
(j) Where mediation fails, the panel will adjudicate. 
 
(k) The panel head will arrange for written copies of the mediation agreement or adjudicated 
decision to be made available to the complainant, the defendant and the person who received 
the complaint. The written copy shall give notice of any external avenues of appeal which 
may be used. 
 
(I) The panel head shall explain the outcome to the complainant. 
 
(m) All documentation concerning the operation of the panel shall be kept securely by the 
Administrative Coordinator. It shall be accessible only to those persons authorised by the 
management committee executive. 
 
 
8. REVIEW OF THE COMPLAINTS SYSTEM 
 
(a) Amendment of the complaints system should be undertaken immediately deficiencies are 
revealed and as necessary. 
 
(b) A review of the complaints system should be an important part of any regular evaluation of 
QAI and shall take place at the same time as these regular evaluations. 
 
(c) Records shall be made available for review purposes, only to those personnel authorised by 
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the management committee executive, and with the permission of the complainant. 
 
9. FLOW CHART 
 
(a) A flow chart of the complaints system shall be studied by staff, committee and handlers of 
complaints and remain current. 
 
(b) The flow charts shall be available and accessible to interested people in addition to the 
publicity leaflets and posters. 
 
 
10. TRAINING FOR COMPLAINTS PERSONNEL 
 
(a) QAI supports the need for complaints personnel to be trained appropriately. 
 
(b) Staff, committee members and the handlers of complaints must become familiar with the 
QAI Complaints Operating Manual. 
 
 
11. ASSIGNMENT OF PERSONNEL TO COMPLAINTS HANDLING 
 
(a) QAI recognises that complaints handling is time consuming. 
 
(b) When handling complaints, staff should have their other duties reduced at that time, if 
necessary and wherever possible. 
 
(c) When the complaints handler is not a member of the staff or of the committee, then 
appropriate financial reimbursement is to be offered. 
 
(d) It is the responsibility of the administrative coordinator to ensure that complaints handling at 
QAI is carried out as outlined in this manual. 
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NOTIFICATION         Complaint about QAI  
 
Number:……………………………………  Receptionist:…………………………….. 
 
  
Complainant:……………………………….  Contact:………………………………….. 
 
Date Notified:………………………………  Date of Occurrence:……………………… 
 
 
Details: (what, where, who) 
…………………………………………………………………………………………………………
……………………………………………………………………………………………………
……………………………………………………………………………………………………
……………………………………………………………………………………………………
……………………………………………………………………………………………………
……………………………………………………………………………………………………
……………………………………………………………………………………………………
………………… 
 
Status: Simple Urgent  Regular (please circle) 
 
 
Passed to:……………………………………… on 
…………………………………………………….. 
 (worker's name) (date) 
 
 
 
RECEPTIONIST OF COMPLAINT COMPLETES FOLLOWING SECTION 
 
FORM U    R     returned (circle) on ………………………………. (date) 
 
 
Action Summary: 
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
………… 
                                                                            
                                                                            
Complaint:   Upheld    Written Agreement 
                                      Compromised 
                                      Rejected 
                                      Withdrawn 
 
 
 
Permission obtained from complainant to use records in a review of QAI: yes no 
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FORM R          Regular Complaint about QAI 
 
 
Number:………………………………………. Handler:…………………………………… 
         (Signature) 
 
Date follow-up initiated:……………………… Receptionist:………………………………. 
 
 
Actions Requested Support? Actioned Completed 
  (date)  (date)   (date) 
 
 
Discussion,  
Separate parties 
 
Meeting,  
Both parties 
 
Mediation 
 
Information From Complainant    Information From Defendant 
 
 
 
 
 
 
 
 
 
 
 
 
(Attachments may be used)     Attachments may be used) 
 
Outcomes: 
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
………… 
 
         (Attachments may be used) 
 
N.B. Complainant and defendant must sign or initial the records after they have been read out and 
agreed to by each person separately. 
Return Completed Form to Receptionist of Notification 
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FORM U Urgent complaint about QAI 
 
Number: ………………………………. Handler:………………………………………………                      
 
Receptionist's name and date of receipt:……………………………………………………………                        
 
Action 
Taken:…………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………………………………………………………………………………………………
…………………. 
                                                                  
Date Actioned:……………………………………….. 
 
 
Action Details    Action Outcomes   Dates 
 
…………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………
…………………………………………………………………………………………………………………
…………………………………………………………………………………………… 
                                                                    
(Attach Copies of Documents) 
 
N.B. Complainant and defendant respectively must sign or initial any records collected by the 
handler after they have been read out and agreed to by each person separately. 
Return Completed Form To Receptionist of Notification 
                                                                   
 
                                                                   
 
                                                                   
 
                                                                   
 
                                                                   
 
                        
 
 
